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ABSTRACT
Phenomenological Study on Leaders With Heart: Examining the Effects of Heart-Led
Leadership With Remote Employees
by Aries Sanders
Purpose: The purpose of this qualitative phenomenological study is to examine and
describe how exemplary leaders of remote teams lead from the heart, using Mark
Crowley’s four principles to accomplish extraordinary results in organizations.
Methodology: This qualitative phenomenological study examines and describes how
exemplary leaders of remote teams at Fortune Global 500 companies who lead from the
heart using Mark Crowley’s four principles accomplish extraordinary results in an
organization. The research study is qualitative. The qualitative method was chosen to
describe and understand the lived human experience. The study aims to uncover and
explain patterns to make a scholarly contribution to existing theories (Patton, 2015). The
research is phenomenological. The phenomenological approach examines individuals’
experience and investigates the problems connected to the experience to increase overall
understanding (Ungvarsky, 2020).
Findings: Examining qualitative data from the participating exemplary leaders of remote
teams at Fortune Global 500 companies who lead from the heart using Mark Crowley’s
four principles to accomplish extraordinary results in an organization led to the various
themes and findings. Analysis revealed 651 frequencies and 27 themes. From those 27
themes, seven key findings emerged.
Conclusions: The study examines and describes how exemplary leaders of remote teams
at Fortune Global 500 companies who lead from the heart using Mark Crowley’s four
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principles accomplish extraordinary results in organizations. The research resulted in four
conclusions.
Recommendations: Further research is recommended to replicate the study with leaders
of remote teams from larger populations. A second recommendation is to replicate study
to further the research on the effects of leading with heart with one researcher using a
population of female leaders and another using a population of male leaders, where a
third thematic member would perform a meta-analysis of the results. A third
recommendation is to conduct further research on the effects of heart-led leadership from
the lived experience of employees. Additional recommendations include conducting a
comparative analysis of face-to-face and remote leaders of remote teams, conducting a
multiple case study of the leading-with-heart thematic data, and conducting a
phenomenological study with leaders of remote teams identified by the global majority.
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PREFACE
Upon consideration and discussions regarding the opportunity to study Mark
Crowley’s (2011) leadership-from-the-heart strategies of exemplary leaders, 14 peer
researchers, with the collaboration of five faculty advisors, from education to corporate
America worked together to form this thematic study. The thematic was driven by a
shared passion to explore the ways exemplary leaders lead from the heart to achieve
extraordinary results.
The framework for this phenomenological research study was designed using
Crowley’s four principles: building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements. Each
peer researcher studied a different population of leaders and identified a sample of
exemplary leaders to interview through criterion-based purposeful sampling from various
public for-profit and nonprofit organizations. To ensure consistency and reliability
throughout the thematic, the team of 14 peer researchers worked together to construct the
purpose statement, research questions, definitions of terms, interview questions, and
research study protocols.
Throughout the study, the term peer researchers is used to refer to the 14
researchers in the thematic. The following is the complete list of the doctoral candidates,
hereafter referred to as peer researchers, and their chosen population in this research
study: Giovanna Arzaga, charter executive directors; Aimee Barnard, special education
administrators; Kelly Castillo, elementary principals; Joshua Chohaan, elementary Title 1
principals in Sacramento County; Jeyan Danesh, secondary administrative principals;
Christina Foster, middle school principals; Martha (Stephanie) Herrera, entrepreneur

xiv

women leaders of small businesses; Teresa Hubbard, primary principals in Southern
California; Randa Jad-Moussa, learning and development leaders in corporate
organizations; Angela Love, community college chief human resource officers; Elizabeth
Medina, Hispanic entrepreneur women; Aries Sanders, leaders of remote sales and
marketing employees; Jeanine Wulfenstein, female superintendents, and Sepideh Yeoh,
K–12 superintendents in Southern California.

xv

CHAPTER I: INTRODUCTION
Organizations and the leaders who support them continuously seek alternatives to
the traditional work environment (Gaines, 2018). Significant advancements in technology
have transformed the global economic structure in many ways, from how new products
are developed to how goods are traded. Furthermore, the evolutions in technology have
provided a pathway for communication across vast global enterprises (White, 1988),
which has allowed organizations to globalize and distribute employees across various
geographic locations (Loucks, 2020; Staples et al., 1999). During the coronavirus-19
disease (COVID-19) pandemic, the global business landscape has experienced social and
global challenges. From operational shutdowns to managing COVID-19 outbreaks, the
process of doing business has been altered, and organizational leaders have reimagined
how to grow and thrive within the global environment (Business Wire, 2021; Laszlo,
2020).
Markets around the world, including in the United States, have benefited from
employees’ geographical distribution to support growing globalization (Cascio, 2000).
Globalization has led to the integration of a globalized workforce that has been made
possible with remote and virtual workplace settings. Working remotely allows
organization leaders to maintain goals and initiatives without having physical access to a
centralized building or other traditional organizational experiences. The global
workforce, which is often comprised of virtual or remote employees, continues to expand
while addressing the challenges and opportunities of a global market environment
(Loucks, 2020; Safferstone, 2005; Staples et al., 1999).
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Remote work has shifted the focus from how employees use their time to how
employees execute initiatives and accomplish results (Cascio, 2000). Thus, the corporate
focus may have changed, but business theories have not evolved at the same time. This
lack of change has created a gap in how leaders of remote teams manage the nearly 50
million U.S. workers who moved to remote work in 2020 due to the pandemic (Groshen,
2020). A survey conducted by the Society for Human Resource Management (2012)
concluded that 25% of organizations listed managing a virtual or remote team as their top
challenge. Leaders of remote teams must manage their remote workforces indirectly
(Laszlo, 2020; Loucks, 2020; Staples, 2001). Global organizations, use remote
organizational structures, and rely on intermediary leaders commonly referred to as the
leaders of remote teams within the organization. Many leaders of remote teams are on the
frontlines of organizations and are responsible for understanding and promoting
achievements with subordinates while working toward organizational goals.
Intermediary leaders of remote teams serve as a link between the subordinates and
executive operations of organizations. These leaders’ effectiveness is measured by
subordinates’ performance, which often includes employee satisfaction, team culture,
employee commitment to the organization, employee retention and turnover, employee
engagement, employee resistance to stress, and employee willingness to pursue goals and
new challenges (Brown, 2011). Leaders of remote teams have many pressures, and as an
intermediary, they typically report to someone else in their organization (Tinline, 2016).
These leaders must clarify the organization’s purpose and vision and provide direction,
strategy, and connection to the organization. Leaders of remote teams are responsible for
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building their remote workforce to align with the organization and for fostering employee
commitment to the organizational culture (Staples, 2001; Tinline, 2016).
For this reason, these leaders of remote teams are categorized as “strategic agents
of change” (Spagnoli et al., 2021, p. 5) tasked with understanding, unifying, and
transmitting the organization’s culture (Spagnoli et al., 2021). As an essential link
between the executive corporate vision and the workforce, leaders of remote teams often
carry the weight of the changes that occur on both sides of the organizational hierarchy.
Thus, leaders of remote teams experience pressures from executive branches to commit
to the vision and corporate strategy and, at the same time, must provide support to
employees who demand innovation and sustainability (Spagnoli et al., 2021).
Leading a remote team without traditional influences (e.g., face-to-face
interaction and access to business relationships) can significantly negatively impact an
organization (Mulki, 2008). Such circumstances can lead to isolation and low-level trust
by employees in the manager and the organization, which can lead to losing top talent
and thus a decrease in profitability (Mulki, 2008; Staples, Hulland, & Higgins, 1999).
Highly skilled leaders of remote teams are critical to unlocking remote workers’ potential
and the success of organizations operating in a virtual environment (Tinline, 2016).
Background
A survey conducted by CultureWizard (2016) exposed a need to develop leaders
of remote employees to maximize the potential of global virtual teams (CultureWizard,
2016; Gaines, 2018). The transition to remote work gives rise to employees experiencing
a lack of communication, low-level support, and less access to resources (Chekwa, 2018).
The people of an organization create its culture (Chekwa, 2018); as a result, leaders of
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remote teams must understand how to cultivate a culture that fosters highly engaged
teams and simultaneously respond to stakeholder needs for increased profit (Chekwa,
2018; Miller, 2012). Leaders of remote teams play a strategic role in cultivating the
organizational culture. Due to the formality of their role, and their credibility within the
organization, leaders of remote teams contribute to the present and the future of the
organization. Their position as a role model collectively affects the workplace population.
The leader of remote teams harnesses employees’ perceptions and connections to the
organization (Spagnoli et al., 2021). Leaders of remote teams must manage time and
employee productivity while executing organizational goals without the benefit of daily
in-office interaction (Gaines, 2014). This research examined how Crowley’s (2011) four
principles of building a highly engaged team, connecting personally, maximizing
employee potential, and valuing and honoring achievements supported the abovementioned leadership gaps in leading remote teams to extraordinary results for their
organization.
Leaders of remote teams are intermediaries within the organization’s hierarchy
who are responsible for performing the role of liaison and mediator between the
corporate vision and the remote workforce. Leaders of remote teams can have various
titles, including mid-level manager, field sales manager, general line manager, project
manager, division manager, general manager, market manager, or territory manager
(Spagnoli et al., 2021). Leaders of remote teams are considered the change agents of an
organization because they must have exceptional leadership skills to ensure effective
communication between the upper levels of the organization such as executives and
lower levels of the organization such as employees (Spagnoli et al., 2021).
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Theoretical Foundations
Leadership
Leadership is defined as the process of inspiring and motivating individuals
towards accomplishing a common goal (Gregoire, 2004). Effective leadership structures
and styles are heavily studied. Leadership is a complex process that aims to satisfy its
diverse and complex stakeholder population (Gregoire, 2004; Hamm, 2016). This
complexity intensifies when the population of stakeholders is working remotely. Studies
have recognized that one possible side effect of remote working is physical and
psychological worker isolation (Mulki, 2008). Remote workers lose regular team contact
and camaraderie, which results in feeling outside the organization (Mulki, 2008). Based
on the theories of effective leadership, leaders must captivate the head and heart of their
employees to attain positive organizational outcomes (Allman, 2007).
Transformational Leadership
Leading from the heart and other contemporary theoretical frameworks are
categorized under the transformational leadership model. Transformational leadership has
become the most preferred leadership style of study (Kelloway et al., 2003). The basis of
transformational leadership includes positive motivation and empowerment.
Transformational leaders raise the awareness of their followers and increase followers’
drive for higher achievement, which in turn builds up new leaders (Bass, 2000; Bass &
Riggio, 2006). Transformational leaders are more aware and conscious outside of
themselves, but they are also diligent in discovering intuitiveness and understanding
themselves internally (Howard et al., 2009). Transformational leaders build relationships
grounded in trust, authenticity, and genuine caring (Howard et al., 2009).
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Theory of Heart Intelligence
Leadership that invokes personal feelings of trust, belonging, love, and safety is
not the result of a connection to an employee’s mental cognition; rather, leadership that
results in trust, love, belonging, and safety is a result of feelings that are kindled from a
connection to the heart (Turkel, 2014). According to Dåderman et al. (2013), the heart
intelligence theory suggests that the heart is more significant than just an organ that
pumps blood throughout the body; rather, it harnesses its own intelligence that can
understand, have an awareness, communicate, learn, hold emotional knowledge, and
retain information (Dåderman et al., 2013). The heart is highly influential, and depending
on the heart’s rhythm, cognitive signals to the brain can be interrupted or supported,
which affects individual choice and behavior. The brain does not dictate; it is the heart
(Pearsall, 1999).
Theory of Relational Cohesion
Relational cohesion theory asserts that emotionally affective, positive, and
consistent exchanges between individuals of the same group or team lead to a sustainable
commitment in that relationship (Lawler & Yoon, 1996). The relationship creates a
perception of positive exchanges that foster feelings of satisfaction and excitement. The
theory also states that this cohesion builds trust and that trust can make individuals give
up their power to another member of the relationship (Chinomona & Cheng, 2013;
Lawler & Yoon, 1996).
Authentic Leadership Theory
Authentic leadership is a model of genuine leadership. This leadership model
promotes outside awareness and self-awareness in which leaders are driven by unbiased
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processing, communicate a relational authenticity, and display trustworthy behavior and
action (Avolio & Gardner, 2005; Maximo et al., 2019). The authentic leader cultivates or
restores confidence, hope, and optimism with stakeholders, which results in connections
with more resilient followers and a greater sense of personal meaning (Avolio & Gardner,
2005). The authentic leader promotes positive communication, direction, and gratitude
while displaying behavioral qualities of honesty, loyalty, and equality (Avolio &
Gardner, 2005).
Servant Leadership Theory
Servant leadership has been mentioned in connection to many of the above
theoretical foundations. One conceptual element of servant leadership emerged from
Robert Greenleaf’s work. Greenleaf (1977) alleged that a servant leader’s primary
function is to serve its stakeholders (Dennis, 2010). A servant-leader possesses five
principles: (a) putting value in and developing people, (b) practicing authenticity, (c)
building community and culture, (d) looking for what is suitable for followers, and (e)
eliminating traditional hierarchies (Washington, Sutton, & Sauser, 2014). The servantleader is a transformational leader who leads and serves with love (heart), acts with
humility (authenticity), is altruistic (conscious), and is a visionary (spiritual) (Dennis,
2010), which results in stakeholder trust, empowerment, and engagement.
Theoretical Framework
In Lead From the Heart: Transformational Leadership for the 21st Century,
Crowley (2011) theorized that investment in an emotional currency generates profitable
results for organizations. According to Spaulding (2015), heart-led leadership is
leadership that can be uncomfortable because although individuals find it comfortable to
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sit with a group of employees and talk about profit and revenue, it is taxing to ask how
their minds are doing or how the family is doing. Heart-led leadership falls under the
umbrella of servant leadership. This type of leadership may not immediately create profit;
however, profit and results are secondary outcomes when engagement and motivation are
ignited. This ignition leads to a sustainable workforce (Spaulding, 2015). According to
Spaulding (2015), employees led with heart will be engaged, inspired, and motivated,
yielding valuable results (Spaulding, 2015) for organizations.
Crowley (2011) provided an in-depth narrative of how the heart carries
intelligence and intuitiveness, thereby influencing behavior. Crowley also aligned with
Amy C. Edmondson’s theory that heart leadership is the byproduct of psychological
safety (Edmondson & Lei, 2014). The behavior motivated by a heart-led leader creates a
culture of safety, and that psychological safety leads to transformation in leadership and
within an organization.
Build a Highly Engaged Team
Crowley (2011) composed four variables necessary to foster employee
engagement and promote psychological trust in and among teams. The first variable is at
the beginning of the hiring process and creating the group. According to Crowley, it is in
the process of building a highly engaged team where the success of the organization
begins. Leaders must recruit potential employees who put their hearts into their work
because a passionate employee is a reliable indicator of engagement (Crowley, 2011).
The highly engaged employee outperforms expectations. Once a leader or organization
identifies that passionate and engaged recruit, it is essential to keep that employee
engaged. Continued engagement requires providing employees with clear expectations
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and accountabilities, identifying where talent can develop, supporting employee
ambition, and communicating the purpose (Crowley, 2011). Discovering the right talent
and building the right team requires leaders to look into their intuitive heart and internal
compass (Nebres, 2020).
Connect on a Personal Level
The second variable in Crowley’s (2011) heart leadership theory is the personal
connection between leader and employee. The personal relationship does not mean
fraternizing with the employee; rather, the personal connection is an opportunity to put
the employee first. In Crowley’s model, leaders must take the time to spend time one on
one with employees to facilitate a heart-centered conversation. Heart-centered
communication allows employees to be vulnerable without fear or judgment. Employees
can share any challenges with accountabilities or difficulties with their development.
Taking the time to address employees’ concerns shows a concern for their welfare and
that leadership has confidence in their ability to produce results for the organization
(Allman, 2007).
When connecting with employees, leaders are dedicating time to reiterating the
team vision and expressing enthusiasm for spending this time with them. Relationships
cultivate culture and unify the vision among the team and with the leader. Although there
is a focus on the employees, the leader can still move through the agenda, address
expectations, increase accountability, and identify goals (Crowley, 2011; Therwanger,
2017). The human action of connection will empower the employees to reach beyond
expectations (Allman, 2007).
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Maximizing Employee Potential
Potential is “something that can develop or become actual” (Merriam-Webster,
n.d., “Potential”). To maximize the potential of an employee is to actualize who that
employee can be in an organization. In Crowley’s (2011) theory, it is imperative not to
disregard the employee; teams must be developed. In the development process,
leadership must offer advice, mentor, and provide consistent performance feedback
(Crowley, 2011; Rothwell, 2009). The attention to employee success creates loyalty,
boosts employee confidence, and increases employee performance. Maintaining heart
throughout the leadership process shows appreciation to the employee while pushing the
employee to exceed expectations (Crowley, 2011).
Value and Honor Achievements
The last of the variables leading from the heart is employee recognition. The act
of showing tangible value, no matter how small, to celebrate employee achievement
ignites engagement and employee productivity (Crowley, 2011). The act of recognition
encourages employees because humans seek rewards (Yukl & Lepsinger, 2004);
however, Crowley (2011) clearly noted that recognition is more than giving
indiscriminately; it must be deserved.
Recognition is not to be rationed. Praise should be ritualized and be consistent
with the team culture, and recognition must be heart-led, authentic, and vulnerable
(Crowley, 2011). An outward appreciation for employees and their contribution to an
organization drives creativity. It is a source of renewal that widens an employee’s
perspective between the challenges and what can be achieved (Crowley, 2011; Yukl &
Lepsinger, 2004).
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Remote Organizational Hierarchy
Executive Leaders
Executive leaders are a team of individuals of an organization who report directly
to the chief executive officer, who manage and direct teams. They direct business
activities in an aim to reach organizational goals, which includes the chief executive
office (Cole, 2015).
Intermediary Leaders
Typically, intermediary leaders are second-line managers who are not on the
executive level and who report to someone on an executive level (Tinline, 2016).
Leader of Remote Teams
Leaders of remote teams lead workers to operate off-site, away from the
organization’s physical location (Hodge, 2020).
Remote Workforce
A remote workforce is a team of individuals who execute job accountabilities in a
virtual workplace that is geographically and organizationally constructed using
telecommunications and information technology to accomplish organizational tasks
(Gaines, 2018).
Statement of the Research Problem
The remote workforce increased by 140% between 2005 and 2019, and prior to
the pandemic, it was projected that approximately 70% of the United States workforce
will permanently work remotely (Wang et al., 2020). Organizations continue to discover
vast advantages to shifting to a remote workforce; however, lower operational benefits
are followed by the risks of remote worker isolation and low trust development (Cascio,
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2000; Wang et al., 2020). The remote workforce faces two main challenges: the first is
managers who experience low control and oversight. The second challenge is the
employees being physically separated, which leads to feelings of loneliness, insufficient
organizational identification, and an inability to cultivate relationships with coworkers
(Cascio, 2000; Wang et al., 2020).
Work conducted outside an organization’s physical location is identified using
various terms (e.g., telecommuting, telework, virtual work, and distributed work
arrangements); this study adopted the term remote work (Chekwa, 2018; Hodge, 2020).
The adverse psychological effects of remote work may be seen in the need-to-belong
theory, which theorizes that humans are programmed as social beings. Frequent, repeated
interactions with others provide an essential fulfillment of an emotional connection and
acceptance development. Physical separation requires managers to lead out of sight,
measure remote employee goals, build relationships, and influence organizational
outcomes without controlling employee productivity. Given the many potential issues, it
is essential to understand how managers can influence remote employees experiencing
adverse psychological effects (Kurland, 2002; Wang et al., 2020).
Wang et al. (2020) noted that the challenges of working remotely can lead to
psychological isolation and create feelings of disconnection from others. Psychological
isolation can lead to the perception of a lack of organizational support, and employees
feel invalid. Studies have shown that psychological isolation leads to disagreeable
outcomes, such as employee job dissatisfaction, employee loss, and even poor health
(Wang et al., 2020). The lack of physical interaction can also lead to a lack of trust
between remote workers and organizations. There may also be a lack of trust between
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remote workers and the leaders of remote teams. Broken trust negatively affects remote
employees by creating poor communication and lowering employees’ ability to selfdirect (Cascio, 2000; Wang et al., 2020).
Successfully executing organizational goals and initiatives requires collaboration
and trust among remote workers, leaders of remote teams, and organizations. This
research sought to examine and describe how heart-led leadership provides leaders of
remote teams with the tools to successfully lead remote employees and to foster teams to
achieve extraordinary results. Organizational leadership research suggests that leading
with heart increases employees’ ability to cope with stress caused by the organization,
fosters employee dedication, and enhances job satisfaction (Mulki, 2008). Leading with
heart also builds the crucial relationships needed to combat psychological isolation.
Creating a greater understanding of how heart-led leadership allows the leaders of remote
teams to address problems might lead to resilient remote employees who deliver
organizational success.
Purpose Statement
The purpose of this phenomenological study was to describe how exemplary
leaders of remote teams at Fortune Global 500 companies lead from the heart using
Crowley’s four principles of building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements to
accomplish extraordinary results in their organizations.
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Research Questions
1. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by building highly engaged
teams?
2. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by connecting on a personal
level?
3. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by maximizing employee
potential?
4. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by valuing and honoring
achievements?
Significance of the Problem
Understanding the effectiveness of exemplary leaders of remote teams is a timely,
transformational, and significant (Briggs & McCann, 2021) part of the constantly
evolving research on organizational leadership. The arrival of the COVID-19 pandemic
revealed gaps in the theory and practices of leadership as it relates to leading remote
teams. In the United States, the remote workforce totaled 164.6 million people in
February 2020, before the height of the pandemic (Apollo Technical: Engineered Talent
Solutions, 2021), and current research on effective remote leadership practices could
affect a substantial percentage of the workforce population.

14

The pandemic compelled traditional face-to-face industries to pivot to a remote
infrastructure (Frumkin, 2021). Influential leaders of remote workforce are essential, and
contributions to the knowledge and practice associated with remote leadership will keep
increasing well into the next decade (Apollo Technical: Engineered Talent Solutions,
2021). This study aimed to develop a better understanding of the leadership practices that
affect engagement and organizations’ interactions with remote workers.
Leaders of remote workers and virtual teams struggle with integrating motivation,
communication, and a consistent team dynamic (Gaines, 2018; Zhang & Fiermestad,
2006), and as a result, working outside an organization’s physical location may increase
the need for organizational support (Meintjes, 2018). Marshall et al.’s (2007) research
provided a correlation between remote employees and the development of psychological
complications, such as a lack of organizational trust and psychological isolation (Mulki,
2008), and their research revealed that psychological difficulties correlate to lower levels
of productivity and job satisfaction.
The International Labour Organization (2021) reported a global workforce of 3.3
billion people, and Apollo Technical: Engineered Talent Solutions (2021) estimated 16%
of globalized companies are fully remote, which equals about 528 million remote
employees worldwide (International Labour Organization, 2021). Furthermore, the
effectiveness of leadership behavior accounts for 25% of employee productivity,
motivation, capability, and commitment (Gaines, 2018). As noted, this study on
exemplary leaders of remote teams sought to address gaps in leadership practices in the
virtual setting because leadership effectiveness directly relates to employee productivity
in the workplace (Gaines, 2018; Payne, 2012). Crowley’s Lead From the Heart (2011)
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provides leaders, including leaders of remote teams, with the tools to create an
environment in remote or virtual settings that allows leaders of remote employees to lead
effectively.
Remote leaders often lack the ability to communicate effectively with their teams,
and as a result, employee issues may go unchecked and unresolved. Current leadership
theories do not consider at-home distractions (exacerbated by school closures and shelterin-place orders), the lack of colleague collaboration, feelings of isolation or loneliness,
and the lack of access to career development (GitLab, 2020). Remote team leadership
tools and training are rare, and only 34% of leaders surveyed by CultureWizard (2016)
reported receiving remote leadership training, which indicates that nearly 70% of
leadership positions lack knowledge of leading in the remote team environment.
This research aims to bring new knowledge to the field of transformational
organizational leadership; equally important, the study contributes to existing theories
and current conceptual models of how organizations lead, especially regarding the
population of remote workers (Martinez-Amador, 2016). Research on the remote
workforce is underresearched (Martinez-Amador, 2016), and organizational leaders
recognize the concerns associated with managing and maintaining a workplace culture of
engagement with employees who are never physically seen in the office space (Lee,
2018). Evidence has shown that, prior to the pandemic, half of the disengaged employees
in the United States were working remotely and contributing to an annual operational
cost of approximately $550 billion (Lee, 2018) for organizations. The results of this study
may help corporate leadership and trainers provide practical tools for remote leaders.
Subordinates of remote leaders will benefit from exposure to experienced and skilled
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leaders, which will promote engagement and productivity. Furthermore, end users will
benefit from the research with a better customer experience.
Definitions
Definitions provided within research may have specific meanings (Baron, 2008).
The definitions provided in this study answer one of two questions, either ‘what’ with
regard to the information necessary to comprehend the study or ‘why’ (Deslauriers, 2007)
with regard to concepts that are important to understanding the study and to provide
clarity throughout the data collection and analysis process. The definitions within the
research may be unusual or not widely understood.
General Definitions
Caring Leadership
Caring leadership shows kindness, empathy, and understanding to build
relationships that bring people together around a common goal. Caring leaders
demonstrate warmth and a genuine interest in people and treat others with mutual
acceptance and respect (Kautz, 2013; Madison, 2020; Maxwell, 2013; Tomkins &
Simpson, 2013).
E-leadership
E-leadership, or electronic leadership, was coined by Bruce J. Avolio. Eleadership is defined as a type of indirect leadership geared toward a social influence.
This social influence motivates change in attitude, feeling, thinking, behavior, and
subordinates’ performance (Spagnoli et al., 2021).
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Extraordinary Results
Extraordinary results, also referred to as exemplary results, are accomplishments
that are remarkable, surprising, and exceptional and go beyond what is usually expected
(O’Reilly & Pfeffer, 2000).
Remote Workplace
The remote or virtual workplace is geographically and organizationally
constructed using telecommunications and information technology to accomplish
organizational tasks (Gaines, 2018).
Operational Definitions
Fortune Global 500 Company
The publication Fortune.com (2020) provides a list of the world’s 500 largest
companies. These companies are chosen based on factors such as impact on the global
economy, trade policies, mergers and acquisitions, and corporate upheaval, and they
generated $33.3 trillion in revenues and $2.1 trillion in profits in 2019. The 2019 Fortune
Global 500 companies employed 69.9 million people worldwide in 32 countries (Fortune
Media IP, 2021).
Leaders of Remote Teams
For the purposes of this study, leaders of remote teams are e-leaders who lead
remote workers who operate off-site, away from the organization’s physical location
(Hodge, 2020) or corporate campus, and who reside in various geographical areas within
the United States or globally (Chekwa, 2018). These leaders are often placed as
intermediaries in an organization’s hierarchy. They are typically second-line managers
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and are not on the executive level but rather report to someone on the executive level
(Tinline, 2016).
Remote Employee
A remote employee is a frontline employee who is the primary communicators of
a company (Edinger-Schons et al., 2019). These individuals are recognized as the face of
a company (Markus et al., 2018).
Remote Work
Business that is conducted remotely or virtually, without individuals sharing the
same physical location, for a long time (Moore, 2020); however, the pandemic led to the
expansion of remote business across many industries that previously relied on face-toface interaction. Remote workers typically use virtual tools, such as email, video chat,
phone calls, or social media, to execute traditional functions, which can include
preliminary interactions, meetings, customer care, data gathering, or data analysis (Indeed
Editorial Team, 2021; Showpad.com, 2020).
Crowley’s Four Lead-From-the-Heart Principles
Connecting on a Personal Level
Connecting on a personal level means seeing and acting on behalf of others and
authentically communicating with the intention of adding value driven by humility,
concern, and love (Brown et al., 2015; Crowley, 2011; Hayward, 2015; Maxwell, 2010).
Highly Engaged Team
Building a highly engaged team involves using strategies that help people become
enthusiastically invested in and dedicated to work they believe is significant, meaningful,
and challenging, where relationships are built on emotional connection and shared vision,
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and where values and commitment are based on personal strengths and interests aligned
with organizational goals (Crowley, 2011; George & Stevenson, 1988; Rees et al., 2013;
Senge et al., 2007). Leaders of remote teams who do not have direct access to the
recruitment process must define and be clear on what talent is needed for their team
(Crowley, 2011).
Maximizing Employee Potential
Maximizing employee potential ignites emotional drivers by promoting
employees’ well-being while proactively strengthening, teaching, and building their high
achievement (Burnett & Lisk, 2019; Crowley, 2011).
Valuing and Honoring Achievements
Valuing and honoring achievements means praising, acknowledging, recognizing,
and appreciating positive accomplishments as an expression of care through monetary or
nonmonetary rewards, which may lead to increased job satisfaction (Brun & Dugas,
2008; Crowley, 2011; Posamentier, 2008; Tessema et al., 2013).
Delimitations
Delimitations for the study provided the defined parameters used by the team of
peer researchers (Creswell & Creswell, 2020). This study was delimited to eight
exemplary leaders of remote teams at Fortune Global 500 companies in Southern
California. An exemplary remote leader in this study was one who demonstrated at least
four of the following criteria, the first two of which were required:
•

evidence of caring for people in the organization,

•

a minimum of 3 years of experience as a leader of remote teams,

•

evidence of extraordinary results,
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•

articles, papers, or materials written, published, or presented at conferences or
association meetings,

•

recognition by peers,

•

membership in a professional association in their field.
Organization of the Study

This study on exemplary leaders of remote teams at Fortune Global 500
companies who lead from the heart using Crowley’s four principles (building a highly
engaged team, connecting on a personal level, maximizing employee potential, and
valuing and honoring achievements) to accomplish extraordinary results in their
organizations, contains five chapters. Chapter I included an introduction and background,
the purpose statement, research questions, and the study’s significance. Chapter II
includes an in-depth investigation into the theoretical framework and foundational
theories at the center of the research. Chapter III clarifies the research design and
methodology; explains the population, target, and sample of the study; and describes the
research instrumentation and data collection procedures used. Chapter IV includes the
data collected, the analysis of the data, and the findings derived from the data. Chapter V
provides a summary, conclusion, and recommendations to further research based on this
study.
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CHAPTER II: REVIEW OF THE LITERATURE
In April 2020, 62% of American workers had transitioned to working remotely
(Cooke, 2021); in addition, large technology companies such as Google and Twitter
announced their employees could work from home indefinitely (Cooke, 2021). The future
of the workforce is working remotely in a virtual team (Cascio, 2000); however, the new
landscape presents challenges, the most distinguishable of which is how remote teams
can be effectively managed when there is no in-person contact (Cascio, 2000). Managing
an effective workforce has historically been a challenge for organizations and has
contributed to the significant and expanding challenges facing organizations (Safferstone,
2005).
The remote workforce has seen a 140% increase since 2005, and it is anticipated
that 70% of the U.S. workforce will work remotely at least 5 days a month by 2025
(Wang et al., 2020). Shifting over half of the U.S. workforce to a remote environment has
redesignated the primary focus from the value of time to a focus on the quality of results;
as a result, new expectations will require an evolution in the skills of the leaders of
remote teams (Cascio, 2000) who lead remotely. After the introduction to the chapter, the
literature review will begin with a discussion on the theoretical foundations of the study.
The theoretical foundations include the evolution of leadership and leading with heart and
how those elements support the leaders of remote teams at Fortune Global 500 companies
in their ability to gain exemplary results for the organizations. This section also includes
the theories of heart intelligence and relational cohesion and the ways these leadership
theories facilitate leaders’ empathy, caring, psychological trust, safety, and capital.
Chapter II also includes the theoretical framework of leading with heart, which includes
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an in-depth examination of Crowley’s (2011) four heart-led leadership variables. Lastly,
Chapter II identifies the leaders of remote teams at the center of the study and the gaps in
the study regarding leaders of remote teams at Fortune Global 500 companies in remote
environments. The literature review will then connect the benefits of each of Crowley’s
’four variables and explain why each variable supports favorable outcomes for
organizations (Brown et al., 2015).
As mentioned, leading remote teams previously received little attention in the
field of organizational leadership research, but the COVID-19 pandemic revealed the
urgent need for a detailed inquiry into the theories and practices that can support leaders
of remote teams. Leaders of remotes teams use many traditional leadership factors, but
they face challenges in how they relate with followers (Spagnoli et al., 2021). The most
crucial impact of poor remote leadership comes from ignoring the emotional need of
remote workers to feel connected and valued. Remote leaders must treat remote team
members as if they were located onsite, with the establishment of strong relationships and
trust through the development of psychological capital, physical safety, and trust.
Maslow’s (1943) seminal work on the psychological needs of individuals is the
foundation (Payne, 2012) for the principles of psychological safety, capital, and trust.
Psychological safety has been researched as the critical element in developing effective
teamwork, learning, and productivity (Edmondson & Lei, 2014). Edmondson and Lei
(2014) cited a study by Schein and Bennis (1965), who asserted that psychological safety
is crucial in motivating individuals to feel secure and capable of changing their behavior
in response to shifting organizational challenges. Organizational research has identified
psychological safety as an essential factor in understanding how people collaborate to
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achieve shared organizational outcomes (Edmondson & Lei, 2014). Appendix A contains
a synthesis matrix developed to clarify the organization of the research. The synthesis
matrix illustrate the significant concepts integrated into the literature review and shows
how the concepts align and support the study.
Leadership
A leader within an organization refers to an individual with followers (Allman,
2007); in essence, a leader without followers is not a leader (Allman, 2007). Research
supports that leadership is an inherently emotional process (Humphrey et al., 2016) and
that followers allow themselves to lead by choice, not due to the enforcement of power or
demand. Followers grant their leadership the authority to lead them to successful
organizational results (Allman, 2007). Leaders guides others to new territory or places
that they may not venture into on their own (McCloskey, 2015). Contemporary theory,
principles, and practices regarding employee sup’rvision, management, or leadership
continue to evolve along with the changing organizational landscape (Safferstone, 2005).
Furthermore, studies in leadership continue to reiterate the weight of leaders’ im’act and
influence on employees’ feelings, perceptions, attitudes, and relationships in the
workplace (Safferstone, 2005).
In 1945, a research group with the Ohio State Leadership Studies hypothesized
that “leadership was a complex social-psychological-behavioral construct involving the
leader, the follower, and situational factors” (Safferstone, 2005, p. 6). In 1947, Rensis
Likert, Daniel Katz, and Robert Kahn developed a series of studies at the University of
Michigan’s Institute for Social Research and concluded that an employee-centered or
democratic-led supervisor environment resulted in productive employees (Safferstone,
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2005). In the 1950s, David McClelland, a Harvard professor, began his research on
psychological constructs, the thematic measurements of human motives, and the
relationship between human motives and the subsequent behavioral phenomena attached,
including leadership styles. This research concluded that leaders were capable of being
trained to use effective leadership styles, and effective leadership behavior was one
where leaders adapted to the needs of their subordinates (Safferstone, 2005). Likert’s
work focused on the effectiveness of how leaders and supervisors lead. After
approximately 15 years of research, Likert concluded that the complexities of leadership
and its impact on organizational relationships were connected. Supervision was deemed a
relative process, and noted that effective leaders needed to adapt their leadership behavior
to the follower population (Safferstone, 2005). Following extensive research, Likert
concluded that leaders were responsible for building high-performing, efficient, and
effective groups that were equipped to problem solve. The leaders had the responsibility
to create not only a group of problem solvers but also an environment where it was
understood that the leader trusted the solutions of the group (Dowling, 1973).
The most recognizable authority on organizational leadership is Peter F. Drucker.
Drucker was an author, professor, and management consultant who contributed to
decades of research on leadership (Safferstone, 2005). In The Age of Discontinuity:
Guidelines to Our Changing Society, Drucker (1992) predicted the future of leadership.
Drucker hypothesized that technology, the knowledge economy, and knowledge workers
would affect the nature of work and the workplace (Safferstone, 2005).
Bennis and Nanus (1980) wrote Leaders: The Strategies for Taking Charge, in
which they examined the business challenges of the 20th century, and through their
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research, they identified differences between managing people and leading people
(Safferstone, 2005). Bennis and Nanus posited that four themes or strategies are the
foundation of leadership: attention through vision, meaning through communication, trust
through positioning, and the deployment of self (Safferstone, 2005). In Leadership,
James MacGregor Burns (1978) examined the topic of leadership from “historical,
political, psychological, and social perspectives” (Safferstone, 2005, p. 19). Burns
described two distinct types of leadership. The first was transactional leadership, which
he defined as leadership where leaders focus on a quid pro quo for success. The second
type of leadership was transforming leadership, which Burns described as a complex and
compelling style that requires leaders to acknowledge and capitalize on followers’ ne’ds
(Safferstone, 2005). Burns’s contribution to the field launched the rich study of
transformational leadership.
Throughout the evolution of leadership, researchers have repeatedly found
leadership to be a critical element of organizations’ activity and that leadership is not
isolated to those possessing an executive or supervisory title (Safferstone, 2005). Rather,
leadership is a function of human behavior. Safferstone (2005) noted leadership is a
learned skill, where individuals expand the capacity of their competency and style
capacity, which yields effective results for an organization.
Theoretical Foundations of Leadership
Transformational Leadership
The concept of transformational leadership first appeared in 1973 in James V.
Downton’s literary work, “Rebel Leadership.” The term appeared again in James
McGregor Burns’s 1978 seminal work on transforming leadership (Bass & Avolio,
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1994), although it was not until Bernard M. Bass published a formal theory of
transformational leadership that the concept became widely accepted (Bass & Avolio,
1994). Transformational leadership refers to leaders who specifically seek to satisfy
higher needs, engage with the full potential of followers to exceed performance
expectations, and increase follower motivation with additional efforts (Larson, 2016).
Transformational leadership establishes that leadership is not a solitary function (Vogel,
2012). Leadership requires individuals to construct an ethical framework to guide
decisions and an awareness that leadership actions always impact those being led (Vogel,
2012). Leading from the heart and other theoretical frameworks are categorized under the
transformational leadership model. Transformational Leadership has become the
preferred styled of leadership over the last 20 years (Safferstone, 2005). Transformational
leaders are more aware and conscious outside of themselves, in contrast with
transactional leaders. In addition, transformational leaders are diligent in discovering
intuitiveness and understanding themselves internally (Howard et al., 2009).
Transformational leaders build relationships grounded in trust, authenticity, and genuine
caring (Howard et al., 2009), and they motivate others to perform beyond what is
intended from the organization and to achieve high performance (Bass, 1996).
According to Bass (1996), transformational leaders possess four distinct traits.
First, transformational leaders 27or2727ng charismatic or possess an idealized influence.
The influence of transformational leaders stems from follower admiration, respect, and
trust. In addition, followers are influenced by their leaders’ consideration of them over
personal needs (Bass, 1996), which can be seen as leaders who are willing to share risk
with followers and avoid personal gain. In addition to the charismatic qualities of
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transformational leaders, they are also inspiring and motivating (Bass, 1996).
Transformational leaders create environments that inspire followers and cultivate
meaning to the work. These leaders invoke a team spirit, enthusiasm, and optimism in
their followers and create excitement for the future (Bass, 1996). The third quality of
transformational leaders is their ability to stimulate their followers intellectually.
Transformational leaders promote innovation and creativity from followers (Bass, 1996),
thereby encouraging followers to question assumptions, make mistakes, and contribute
new ideas without criticism (Bass, 1996). Lastly, transformational leaders display
individualized consideration by paying attention to each member’s personalized need for
career achievement and growth (Bass, 1996). Transformational leaders are willing to
coach and mentor followers to reach their unique potential. This level of individualized
attention is strengthened by encouraging consistent two-way communication with
followers (Bass, 1996).
Transformational leadership builds a more human-centered approach. For
instance, in 1954, Maslow (1954) authored Motivation and Personality, in which he
concluded that humans existed within a hierarchy of needs. Maslow found that effective
leadership sought to understand and deliver to the core expectations of physiological
safety, belongingness, love, esteem, and motived behavior (Safferstone, 2005). Blake and
Mouton (1960) took Maslow’s theory and integrated the additional expectation of high
productivity with the Managerial Grid. The Blake–Mouton model integrates the human
needs model and individuals’ organizational responsibility and proposes that leadership
can prioritize maximizing the needs of the people and maximizing the needs in
production simultaneously (Safferstone, 2005).
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The foundations of transformational leadership appear in Edmondson’s first
published work in 2012. Edmondson introduced to the field of organizational leadership
the effects of psychological safety in the organizational setting. According to
Edmondson, effective (transformational) leadership fosters psychological safety for its
stakeholders, which affects how individuals feel. This safety, or the lack of safety,
motivates behavior and an individual’s willingness to express oneself physically,
cognitively, and emotionally (Edmondson & Lei, 2014). Psychological safety is theorized
to create positive outcomes, such as job engagement and organizational
commitment (Edmondson & Lei, 2014). Lack of psychological safety could lead to
emotional exhaustion and create a physical and psychological state of depletion.
Emotional exhaustion can lead to adverse outcomes such as a “high turnover rate, poor
employee performance, and low level of organizational effectiveness” (Li, 2017). Current
research studies on transformational leadership focus on leadership rooted in authentic
leadership styles that measure leadership behaviors, such as relational caring, meaningful
recognition, creativity, building trust, building relationships, and cultivating an
environment of participative decision making (Turkel, 2014).
Indirect Leadership
The focus of transformational leadership is generally on the traditional levels of
influence between direct leaders and followers; however, Bass and Avolio (1994)
asserted that transformational leadership is a concept beyond its recognizable definitions.
Although research into indirect leadership or leadership at a distance was sparse for
seminal authors like Bass (1994), Bass and other scholars addressed a landscape that
aligns with the definition of remote leadership. Transformational leadership can be
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deployed indirectly when leaders do not have direct contact with followers. The influence
of transformational leadership from a distance is rooted in the behaviors and the actions
of leaders. Leaders present themselves as role models and architects of organizational
culture. Those efforts ensure the leadership mission and vision remain sustainable and
accessible for employees (Bass & Avolio, 1994) who lack direct access to their leaders.
Indirect leadership also extends into the realm of upward influence (Bass & Avolio,
1994), which is an impact that leaders of remote teams may have on the executive
leadership to whom they report. Indirect transformational leaders invoke a heightened
awareness of their followers by gradually increasing the individual consciousness of
those they influence from concerns rooted in surface needs to the individual
consciousness rooted beyond base needs to growth and achievement (Bass & Avolio,
1994).
Authentic Leadership Theory
Authentic leaders take ownership of ’their personal experiences (Avolio &
Gardner, 2005) and focus on a model of genuine leadership where the leaders value the
relationship with their subordinates (Avolio & Gardner, 2005; Maximo et al., 2019).
Authentic leaders are aware of their thoughts, emotions, needs, wants, preferences, or
beliefs. They act according to an alignment between their inner thoughts and how they
express themselves (Avolio & Gardner, 2005; Maximo et al., 2019). This leadership
model promotes outside and self-awareness, and its leaders are driven by unbiased
processing, communicate a relational authenticity, and display trustworthy behaviors and
actions (Avolio & Gardner, 2005; Maximo et al., 2019). Authentic leaders focus on
transparency and personal or social identification (Maximo et al., 2019). To clarify,
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leaders’ optimistic moral perspective and balanced internal processing are essential
components of authentic leadership (Maximo et al., 2019). Authentic leaders are seen as
individuals who possess an ethical and moral capacity and display resilience when faced
with ethical dilemmas; such leaders make decisions fairly and morally in the changing
atmosphere of social, political, and business environments (Maximo et al., 2019).
Li et al. (2017) cited a study by Van den Bosch and Taris (2014), who
investigated the correlation between the authentic workplace and workplace outcomes.
Van den Bosch and Taris examined the work-related traits connected to well-being, such
as job engagement, employee burnout, and job satisfaction, as well as the way leadership
character traits affected turnover rates or performance outcomes. The results of Van den
Bosch and Taris’s study showed a direct correlation between authenticity at work and a
significant variance of different well-being and work-related outcomes (Li et al., 2017).
Another survey of authentic leadership was conducted by Eberly and Fong (2013), who
showed that followers align themselves to their leader’s emotions and sincerity, or the
lack of it, to the leader’s intentions, which Humphrey et al. (2016) noted would affect
leaders’ effectiveness. Thus, authentic leaders can cultivate and foster confidence, hope,
and optimism with those whom they lead (Avolio & Gardner, 2005), although this can
only be accomplished with leaders who have a well-developed ability to “process
information about themselves” (du Plessis, 2018, p. 1).
Clarity of identity allows leaders to adjust their leadership behaviors to reflect
what followers need (du Plessis, 2018); thus, leaders will witness resilience in their
followers, which leads to followers who possess a greater sense of personal meaning,
more employee job satisfaction, more organizational commitment, and increased
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productivity (Avolio & Gardner, 2005; du Plessis, 2018). Empirical research has revealed
a positive relationship between the frequency that followers experience the basic tenets of
authentic leadership and employee job performance of followers (du Plessis, 2018);
examination of how the authentic workplace contributed to psychological well-being
further proving the confidence and optimism experienced from the authentic leader
(Avolio & Gardner, 2005, Li, 2017). Even when faced with an undesirable or
catastrophic event, research revealed that authentic leaders maintained follower trust that
there would be positive outcomes (Avolio & Gardner, 2005).
Theory of Heart Intelligence
John and Beatrice Lacey were notable modern psychophysiological researchers
who examined the connection between the heart and brain during the l960s and 1970s
(McCraty, 2016). Throughout the 20 years of their research, the Lacey’s showed that the
heart has the ability to communicate with the brain by motiving the way that people
interpret information and the way they perceive the world (McCraty, 2016). The heart
works beyond its function of transporting blood throughout the body and serves as an
information-processing hub that is a source of emotion that carries its own courage and
wisdom (McCraty, 2016). The heart seemingly has a ‘mind’ of its own and has a direct
relationship with the brain by way of the nervous system and hormonal system by
sending messages that the brain comprehends and obeys (McCraty, 2016).
Dr. Andrew Armour made a significant contribution to the theory of heart
intelligence with his heart-brain concept. Armour’s research revealed that the heart’s
rhythmic information operates separately and independently of the brain (Pearsall, 1999).
The heart continuously communicates information throughout the body, which makes the
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heart highly influential and capable of interrupting cognitive signals to the brain that
affect choice and behavior (Pearsall, 1999). Pearsall (1999) clarified that the heart
dictates to the body and not the brain.
Leaders provoke feelings of trust, belonging, love, and safety, which are feelings
centered in the heart (Dåderman et al., 2013). The heart intelligence theory suggests that
the heart is more significant than an organ that pumps blood throughout the body; rather,
the heart harnesses an intelligence that can understand, have awareness, communicate,
learn, hold emotional knowledge, and retain information (Dåderman et al., 2013). The
heart’s intelligence provides individuals with an intuition that influences social cognition,
decision making, and creativity. Heart-based intelligence is an intuition that is seen as
heart-based living (McCraty & Zatas, 2014). Furthermore, the heart controls an
individual’s positive psychological state, which is defined as an individual’s possession
of confidence (self-efficacy), optimism, perseverance (hope), and resiliency (Rus &
Baban, 2019).
In 1991, Doc Childre and a group of research professionals established the
HeartMath Institute in Boulder Creek, California (Edwards, 2019). The mission of the
HeartMath Institute is to use scientific research to facilitate global coherence. The
coherent individual possesses clarity of the mind and body of the self, and this coherence
influences others. The coherent body is one where the neurological and cardiological
systems are in alignment and operate at the same frequency, which leads to a
psychophysiological coherence. Individuals operate from a place of positive emotions,
and that positive physical state motivates positive behaviors and actions (i.e., emotional
intelligence; Edwards, 2019). The researchers at the HeartMath Institute developed the
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HeartMath System, which is touted as a global application used to disperse global
coherence to the world through multiple fields of research, including heart-focused
research in neuroscience, physiology, biochemistry, and psychology (Edwards, 2019).
Theory of Relational Cohesion
According to relational cohesion theory, emotionally affective, positive, and
consistent exchanges between individuals of the same group or team lead to a sustainable
commitment in that relationship (Lawler & Yoon, 1996). The relationship creates a
perception of positive exchanges that foster feelings of satisfaction and excitement. The
theory also states that this cohesion builds trust and that trust can make individuals give
up their power to another member of the relationship (Chinomona & Cheng, 2013;
Lawler & Yoon, 1996). Physically isolated telecommuters tend to feel frustrated and
untrusted, prone to loneliness, and have poorer organizational identification and an
inability to maintain meaningful relationships (Wang et al., 2020).
Relational cohesion theory explains how individuals may form emotional
connections to organizations from their emotional attachments to other individuals within
the organization. According to this theory, creating person-to-organization ties begins
with frequent and positive social exchanges among individuals. Social exchanges
between members of organizations start as benefit-seeking (instrumental) or uncertaintyreducing efforts, and over time positive exchanges arouse positive interpersonal affect.
Under certain conditions (e.g., the existence of persistent network connections,
opportunities to select exchange partners, recognition of organizational membership, and
more extensive network embeddedness), the positive effect between individuals may be
transferred to the organization. As a result, individuals attribute the positive connections
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they have with some organizational members to all organization members, even to those
with whom they have no interaction, which leads to organizational-level commitment
behaviors such as intention to stay, gift giving, and effort sharing.
Relational cohesion theory focuses on how individuals’ power within a network
(their likelihood of obtaining positive exchanges) and network density (how connected
they are to others) can influence positive exchange frequency and thus play a role in the
formation of positive interpersonal and organizational effect (Wang et al., 2020), and,
similar to social cognitive theory, rational cohesion suggests that the behavior of
individuals is influenced by environmental conditions and their interactions with others
(Payne, 2012).
Servant Leadership Theory
Servant leaders are leaders who focus on the positive attributes of those who
follow them (Caldwell et al., 2012). Transformational leadership integrates elements of
servant leadership service into its principles; for example, both leadership theories
describe individuals with a commitment to the growth of the whole, while the leaders are
tasked with sharing an authentic concern for the welfare of others (Caldwell et al., 2012).
Servant leadership has been mentioned in connection to many of the above theoretical
frameworks, with the most notable conceptual framework of servant leadership emerging
from Greenleaf’s work in 1977. According to Greenleaf, a great leader is a servant to
others because serving is a fundamental trait of a leader’s personality (Caldwell et al.,
2012). Greenleaf’s Servant Leadership: A Journey Into the Nature of Legitimate Power
and Greatness is a philosophical treatise on leadership (Safferstone, 2005). In the book,
Greenleaf asserts that individuals who are servants first gain a deeper understanding of
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others’ needs by possessing five principles: (a) putting value in and developing people,
(b) practicing authenticity, (c) building community and culture, (d) looking for what is
suitable for followers, as well as (e) eliminating traditional hierarchies (Washington,
2014). Servant-leaders are transformational leaders who lead and serve with love (heart),
act with humility (authenticity), are altruistic (conscious), and are a visionary (spiritual;
Dennis, 2010). Servant-leaders are rooted in an “ethics of care”, where they work for the
best interest of each individual above personal self-interest (Caldwell, et al., 2012).
Above all, servant leaders view leadership as a service; likewise, leaders are servants to
their followers, not a boss. Servant-leaders are driven to give; in the commitment to give,
leaders gain reciprocity from their service (Moid, 2014).
Caring Leadership
In 1971, Mayeroff published On Caring and became a prominent academic on the
study of caring leadership by suggesting that caring was a pivotal motivation to growth
and self-actualization (Budhu, 2015). Caring leadership is a process of helping others
grow and actualizing themselves as they perceive themselves through a mutual trust
process developed in the relationship (Nursing: A World of Caring, 2021). Caring is
studied as a foundation of love, authenticity, and empathy (Turkel & Ray, 2004).
Mayeroff’s process of caring consisted of eight components: getting knowledge,
alternating rhythms, patience, honesty, trust, humility, hope, and courage (Nursing: A
World of Caring, 2021).
In caring leadership, trust is defined as the ability to make room for others to grow
at their own pace and to express an appreciation for the independence of others. Caring
leadership is person-centered and focused on others. Caring leaders would like
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individuals to feel safe, nurtured, and cared for, which leads to employee commitment
and high productivity (Robinson, 2018). Trust in caring leadership allows others to make
mistakes and trust that there is learning in the mistakes (Nursing: A World of Caring,
2021). The trust of a caring leader is not limited to trusting the mistakes and growth of
others, but caring leaders must mirror the same caring onto themselves (Nursing: A
World of Caring, 2021). Caring is at the core of those who lead with heart (Dominguez &
Sotherlund, 2010).
Empathy
Empathy shows the ability to comprehend the motives, values, and emotions of
another (Salovey & Mayer, 1990) and the ability to conceptualize the perspective of
others (Choi, 2006). Those who possess empathy value relationship-oriented leadership
behaviors such as consideration, displaying trust, showing respect, and appreciating
others. The appearance of empathy reveals emotional intelligence and sensitivity in
leaders (Choi, 2006) and leaders’ cognitive effort to understand the internal state of
another (Meinecke, 2019). The essential qualities of the heart are sincerity, integrity, and
empathy (Dominguez & Sotherlund, 2010). Leading with empathy empowers followers
to accept that leadership cares about their interests, which causes an emotional
connection between leader and followers (Choi, 2006). Conversely, the literature on
emotional labor and emotional contagion provides insights into what makes leaders
charismatic, transformational, or capable of developing high-quality leader–follower
relationships that affect employee reliance and overall morale (Humphrey et al., 2016).
The practice of empathy for transformational leaders supports effective communication,
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which creates a sense of connection between leader and follower (Meinecke & Kauffeld,
2019).
Psychological Safety and Trust
According to Edmondson (2014), psychological safety is an effective
transformational leadership style that fosters how employees feel. This safety or lack of
safety motivates behavior and individuals’ willingness to express themselves physically,
cognitively, and emotionally within the work environment (Edmondson & Lei, 2014).
Psychological safety has become a theoretically and practically significant phenomenon
in recent years due to technologically forward organizations and their current learning
and innovation initiatives (Edmondson & Lei, 2014).
Maslow (1954) defined security, protection, and freedom from fear as elements of
safety. Psychological safety describes the perceived consequence people formulate due to
their interpersonal risk in a setting such as a workplace (Payne, 2012); in other words, is a
person free from fear in the workplace (Maslow, 1954). Individuals’ worldview of risk
and consequence within their work environment stems from their subconscious (Maximo
et al., 2019). This viewpoint influences conscious choice. Individuals have the conscious
choice of whether to trust the environment, and a psychologically safe environment is one
where individuals have a perception that an interpersonal risk will not result in a negative
consequence to their image or status (Maximo et al., 2019). Within an organization’s
structure, leaders directly influence the perception of psychological safety experienced by
employees. The presence of psychological safety may be linked to increased work
engagement (Maximo et al., 2019), improved productivity, and reduced employee injury
(Payne, 2012). In contrast, employees exposed to a work environment of ambiguity,
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unpredictability, or threat will perceive the work environment as psychologically unsafe,
and a psychologically unsafe work environment may result in disengagement of the
employee and a decrease in productivity and creativity (Maximo et al., 2019).
The presence of psychological safety reflects what motivates employees to share
information or knowledge and reflects what promotes intrepreneurship, defined as
employees who leverage existing organizational resources to build new business, and
innovation in an organization (Edmondson & Lei, 2014). Psychological safety also
influences trust. Trust refers to the vulnerable nature of an individual (Maximo et al.,
2019). When trust is perceived, collaborative relationships are formed, credibility is built,
and respect is gained with authenticity (Payne, 2012). Fostering trust affects entire
organizations, and the psychological safety that is cultivated counters any cognitive or
interpersonal obstacles that may arise (Payne, 2012). In essence, psychological safety and
trust create an environment of high psychological capital. Psychological capital refers to
a “desirable psychological state of development” that includes (a) having confidence
(self-efficacy) to take on and put in the necessary effort to succeed at challenging tasks;
(b) making a positive attribution (optimism) about succeeding now and in the future; (c)
persevering toward goals, and, when necessary, redirecting paths to goals (hope) to
succeed; and (d) when beset by problems and adversity, sustaining and bouncing back
and even beyond (resilience) to attain success (du Plessis, 2018). Research has measured
a high correlation with performance outcomes (du Plessis, 2018) such as reliance and
increased productivity and with emotions of hope and optimism in those who possess
psychological capital (Chamisa et al., 2020).
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Leading With Heart
Current transformational leadership focuses on the elements of the authentic
leader, the strength of relational caring, meaningful recognition, and building trust
(Turkel, 2014); however, the most poignant shift in the evolution of transformational
leadership is the practice of leading with the heart. The science and influence of the heart
were presented in the theoretical foundation, which revealed a clear relationship between
the heart, consciousness, and human behavior and a conclusion that the heart’s
electromagnetic generators radiate out and the energy radiating out can be received by
others (Turkel, 2014). When leaders lead with heart, the leaders allow themselves to be
guided by their connection, the intrinsically human and noble part of themselves. This
quality sets them apart from others because of their capacity to care and show that they
care (Dominguez & Sotherlund, 2010). Leaders with heart identify the power of the
inner-self, trusting that inner-self and using it to guide them in their decision making
(Moid, 2014). Heart-led leaders are not only transformational but transcendent, tapping
into a higher consciousness of themselves while maintaining their rationale through acts
of seeing, thinking, and knowing with the heart (Reams, 2012). The strength of the study
rests on the theoretical framework (Friedman, 1970). Crowley’s (2011) work on leading
from the heart provided the structure and support for the rationale of the study (Osanloo
& Grant, 2016). Crowley’s four variables for leading with heart were the blueprint of the
study and guided the research toward explaining and describing a particular phenomenon
(Osanloo & Grant, 2016).
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Crowley’s Principles
Build a Highly Engaged Team
Crowley composed four variables necessary to foster employee engagement and
promote psychological trust in and among teams. The first variable of leading with heart
begins with the hiring process and creating the group. The ability to team-build is an
essential quality for leaders. Leaders have the task of creating cohesive and engaged
groups (Ochs & Adams, 2008), ripe with potential. According to Crowley, it is in the
process of building a highly engaged team where the success of the organization begins
(Crowley, 2011). Leaders must recruit potential employees who put their hearts into their
work because passionate employees are a reliable indicator of engagement (Crowley,
2011). It is essential to seek out passionate recruits and to find members who understand
and embrace the vision for an organization (Boni & Weingart, 2012).
Once leaders or organizations identify passionate and engaged recruits, it is
essential to keep the employees engaged. Continued engagement requires providing
employees with clear expectations and accountabilities, identifying where talent can
develop, supporting employee ambition, and communicating an organization’s purpose
(Crowley, 2011). Discovering the right talent and building the right team requires leaders
to look into their intuitive heart and internal compass (Nebres, 2020). Sustainable
organizational success is not in the initial formation of engaged teams; leaders must
continue to stay in tune with the team dynamic and put in a continuous effort to pivot and
adjust team placement to ensure the structure of the team remains engaged (Cohen,
2014). Some leaders of remote teams with third-party recruitment resources have argued
that there is a gap in the ability to build a highly engaged team; however, according to
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Crowley (2011), leaders of remote teams must be vigilant. Leaders of remote teams are
tasked to communicate what is needed from their human resources or third-party
recruitment partners. Leaders are still responsible for ensuring employees are not inserted
into a job that does not align with them. Leaders should be advocates for their teams and
seek to participate in the talent selection process (Crowley, 2011).
Connect on a Personal Level
The second variable in Crowley’s heart leadership theory is the personal
connection between leader and employee. Exemplary leaders strive to establish a genuine
connection to engage and retain skilled talent (Marketwired, 2016). However, having
personal relationships does not mean fraternizing with employees; rather, a personal
connection is an opportunity to put the employee first. In Crowley’s model, leaders must
spend time in one-on-one meetings with employees to facilitate a heart-centered
conversation (Crowley, 2011). Heart-centered communication allows employees to be
vulnerable without fear or judgment. Employees can therefore share any challenges with
accountabilities or difficulties with their development. Taking the time to address
employees’ concerns shows a concern for their welfare and that leadership has
confidence in their ability to produce results for the organization (Allman, 2007).
When connecting with employees, leaders should ensure they dedicate time to
reiterating the team vision and expressing enthusiasm for spending time with the
employee. During the time with employees, leaders should also ensure the employees
understand the role they play within the organization and communicate the value and
contribution that each employee contributes to the organization’s success (Cohen, 2014).
Relationships cultivate culture and unify the vision among the team and with the leader.
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Although there is a focus on employees, leaders can still move through the agenda,
address expectations, increase accountability, and identify goals (Crowley, 2011;
Therwanger, 2017). Making a connection empowers employees to reach beyond
expectations (Allman, 2007).
Authentic leader–employee connections cultivate a feeling of belonging. The
need-to-belong theory was developed by Baumeister and Leary (1995). In their seminal
work, Baumeister and Leary noted that human psychological programming seeks “an
innate desire to cultivate and maintain positive, reliable, and meaningful relationships
with others” (as cited in Wang et al., 2020, p. 610). These cultivated relationships are the
basis of a positive mentally, emotionally, and physically well-balanced human being
(Wang et al., 2020). This relationship is formed over time and results from consistent,
ongoing positive interactions (Wang et al., 2020). The connections made by exemplary
leaders are not only dependent on one-on-one communication but use bidirectional
communication. Bidirectional communication creates an emotional connection that
strengthens leader–employee relationships (Humphrey et al., 2016).
Maximizing Employee Potential
Success within an organization and leaders’ success lie in their ability to develop
highly functioning teams and the employee culture (Coleman, 2019). To maximize the
potential of an employee is to actualize who that employee can be in an organization.
Maximizing employee potential can be seen in Maslow’s (1954) theory on selfactualization. Maslow asserted that individuals desire to do what is fit for them. In
Crowley’s theory, it is imperative not to disregard employees; rather, individuals within a
team must be developed. In the development process, leadership must offer advice and
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mentor and provide consistent performance feedback (Crowley, 2011; Rothwell, 2009).
A leader’s attention toward an employee’s success creates loyalty, boosts employee
confidence, and increases employee performance. Maintaining heart throughout the
leadership process shows appreciation while pushing employees to exceed expectations
(Crowley, 2011).
Kouzes and Posner (1987) asserted that leadership is more a function of behavior
and relationships than a title or position, and leadership requires the enabling of others to
act or enabling others to model productive behaviors (Safferstone, 2005). Each member
of an organization has the capacity to lead. It is essential that individuals in a leadership
role recognize the diverse set of skills and abilities available to support an organization’s
success (Safferstone, 2005). Leaders are expected to make efforts to assist their
employees in forming higher goals that align with their core needs (Choi, 2006).
Therefore, for employees’ potential to be actualized, leaders take employees’ interests
into consideration, pay individuated attention to the employee, and effectively respond to
their needs while encouraging personal development (Choi, 2006). Finally, once those
growth areas are identified, the leaders will create a bidirectional communication line
with the employees to build effective strategies to ensure continuous progress (Grobler,
2019). Maximizing employee potential will promote an increase in work productivity,
and workers who are challenged to do more will meet the higher standard and, as a result,
increase the level of their abilities (Cohen, 2014). When followers are led with heart, they
are empowered with opportunity. Leaders raise employees’ level of effort and, as a result,
increase employee contribution toward the higher purpose for themselves and their
organization (Dominguez & Sotherlund, 2010). Extraordinary results are found in leaders
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who value themselves while simultaneously valuing others. Leaders of remote teams who
lead with heart are proactive in adding value to their followers by strengthening them to
their fullest potential and challenging themselves to strive for the highest understanding
of self (Crowley, 2021). Regardless of whether the leaders of remote teams directly
influence building their remote workforce, maximizing employee potential is possible
when leaders are invested in the unrealized potential of each team member (Crowley,
2011).
Value and Honor Achievements
The last of the variables of leading from the heart is employee recognition, which
is the act of valuing and honoring achievements. Valuing and honoring employees’
achievements means making actionable effort and showing tangible value to celebrate the
employees. The actionable effort of recognizing employees is shown to ignite
engagement and employee productivity (Crowley, 2011). The act of recognition also
encourages employees because humans seek rewards (Yukl & Lepsinger, 2004);
however, Crowley (2011) noted that recognition is more than giving away; it must be
deserved.
Recognition is not to be rationed. Praise should be ritualized and be consistent
with the team culture, and recognition must be heart-led, authentic, and vulnerable
(Crowley, 2011). Outward appreciation for employees and their contribution to the
organization drives creativity and is a source of renewal that widens employees’
perspective between challenges and achievements (Crowley, 2011; Yukl & Lepsinger,
2004). Furthermore, to encourage consistent performance, leaders must distribute to
employees rewards of value that are both timely and fair (Cascio, 2000). Leaders can also
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incorporate rewards for employee milestones or short-term achievable targets (Grobler,
2019). Leaders will ensure they effectively recognize employees through communication,
such as by inquiring what each employee values. Whether employees value “pay,
benefits, free time, technology upgrades, or opportunities for professional development”
(Cascio, 2000, p. 88), leaders can consider tailoring the ways they honor and value
employees’ achievements (Cascio, 2000).
Employee recognition is not limited to the leader–employee relationship.
Recognition can also be impactful among teams. A study published in 1958 by Zaleznik,
Christensen, and Roethlisberger was titled, The Motivation, Productivity, and Satisfaction
of Workers: A Prediction Study. The study involved examining leadership and how an
informal group could influence productivity (Safferstone, 2005). In the findings, the
authors concluded that formal organizational recognition was motivational, but the
informal recognition between employees provided equally impactful motivation for
employees by the employees themselves (Safferstone, 2005). Valuing and honoring
achievements promotes change and improvement (Allman, 2007). Leaders will inspire
employees to perform beyond their job accountabilities and exceed set goals (Allman,
2007).
Background to the Problem
Employee Isolation
Trust and safety in the work environment are critical to organizational success.
Within remote teams, success relies heavily on trust between leaders and employees
(Cascio, 2000). Lack of trust in remote leaders results in employee isolation (Cascio,
2000). Mulki et al. (2008) noted, “The implications of virtual office situations amid
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workplace isolation has been scarce” (p. 68). Isolation can be seen as a low level of
interaction with remote leaders and other remote team members (Cascio, 2000). Studies
have shown that isolation can be detrimental and can result in job dissatisfaction, high
turnover rates, and even poor health (Wang et al., 2020). Concerns about employee
isolation and its effect on productivity and job satisfaction have existed for over a decade
(Mulki et al. 2008); however, the percentage of individuals working remotely did not
invoke the same urgency that has been seen during the COVID-19 pandemic. Employees
in isolation might perceive that they are not respected in their organization or by their
remote leader, and the employees may perceive that they have limited career options
(Wang et al., 2020). The perception of isolation is rooted in the separation and absence of
support from coworkers and supervisors. In addition, the lack of social and emotional
interactions with team members adds to feelings of isolation (Mulki et al., 2008). The
structure of remote leadership includes physical separation and a lack of physical
interaction, which creating gaps in communication in the verbal and nonverbal cues of
face-to-face communication. Hence, remote leaders are at a higher risk of
miscommunication than their nonremote counterparts. The feeling of isolation initiates an
alarm in the mind and evokes a primal need for survival. There is security being in the
company of others, and primal human consciousness includes a desire to be part of a
group, which creates a feeling that survival is possible (Mulki et al., 2008).
Employees who are entirely remote have few opportunities to contact others and
may experience greater feelings of isolation (Chekwa, 2018). Miscommunication affects
trust, trust affects leadership’s authority, and remote leaders could lose consistent and
predictable results (Cascio, 2000). Perceived isolation also affects engagement, as
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employees will not have a psychological alignment with the organization’s vision or
goals (Mulki et al., 2008). Employees’ sense of value and contribution to the whole will
therefore be diminished, which can lead to undesirable results for organizations.
Employee Engagement
The concept of employee engagement is relatively contemporary, as the topic first
appeared during the 1990s, following studies by Frank L. Schmidt (Cohen, 2014).
Effective transformational leadership means improving performance and employee
engagement (Tonvongval, 2013). Employee engagement is a measure of an employee’s
organizational commitment (Satardien & Mahembe, 2019), and engagement is a process
of how a leader can harness employee potential and the ability of leadership to connect
with employees psychologically and physically. This connection directly influences their
work and role in the organization (Hoffman, 2016). Evidence shows a positive correlation
between employee engagement and high productivity (Hoffman, 2016), and leaders are
critical in creating a climate of increased employee engagement (du Plessis, 2018).
Organizations rely on an engaged workforce to reach their goals. When leaders
effectively engage employees, organizations experience commitment from the employee,
and that commitment evolves into an extraordinary effort to accomplish tasks (Cohen,
2014).
In the long run, employee engagement has shown employees who positively
“express themselves physically, cognitively, emotionally and mentally” (Maximo et al.,
2019, p. 4), whereas maintaining a thoroughly fulfilled “motivational state of workrelated well-being” (Maximo et al., 2019, p. 4) is reflected in behaviors of increased
levels of energy, mental resilience at work, involvement and fulfillment (Maximo et al.,
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2019). Edgar H. Schein, known for his research in the field of organizational psychology,
authored a work titled Organizational Culture and Leadership in 1985. Through his
research, Schein aligned with the perspectives of many other renowned researchers who
concluded that leadership shapes the company culture, motivated individual beliefs,
values, and assumptions (Safferstone, 2005). Schein subsequently added that leadership
shaped creativity and innovation, which could be seen in organizations’ “effectiveness,
competitiveness, and success” (as cited in Safferstone, 2005, p. 21). Remote leaders find
an additional obstacle to employee engagement than their face-to-face counterparts:
because of the lack of presence at the physical office, and the possible development of
employee isolation, employees can become psychologically invisible and not identify
with the organization (Frieswijk, 2020). Heart-led leaders have the ability to activate
engagement through consistent and persistent communication, reliable follow-up,
thorough follow-through, and appropriate personal intervention (Dominguez &
Sotherlund, 2010).
Lack of Trust
Trust is an essential ingredient for organizational success because trust, or a lack
of trust, is the basis for the success or failure of relationships and, ultimately, business
results (Bruhn 2001). Research has shown that trust in organizations is related to
organizational viability, job satisfaction, organizational effectiveness, and business
performance. Additionally, a trusting environment promotes connectedness with
coworkers, enhances team spirit, promotes workgroup cooperation, and creates a sense of
belongingness (Mulki et al., 2008). Leaders are an essential ingredient in creating a
trusting workplace, especially for remote employees, whose primary connection to the
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organization is through the information, support, and mentoring provided by their leader
(Mulki et al., 2008).
Staples (2001) concluded that trust significantly influences remote employees’
perception of the remote work environment and culture. Low-trust environments are
marked by distrust of the organization and its leaders. Distrust fosters fear, which leads to
unproductive behaviors, as workers spend a significant amount of time covering their
backs and defending themselves (Mulki et al., 2008). Lack of harmonious cooperation
and coordination within an organization due to mistrust towards leadership results in
frustration, withdrawal, absenteeism, and lack of motivation. Distrust can also be seen
through poor work performance, and perpetual ignorance of duties and responsibilities
(Ndevu, 2019). An increased frequency of communication and opportunities for informal
networking are some strategies for building on established trust (Mulki et al., 2008).
Communication
Trust in team members depends on having positive expectations among
members in the workplace. These expectations are based on a mutual understanding of
the roles of each member of the team, having a sense of being part of the team, and
having the opportunity to communicate emotional and nonverbal messages (Mulki et
al., 2008). These emotional, nonverbal communication cues are referred to as tacit
knowledge. Tacit knowledge is a transfer of information through direct interactions
(Chekwa, 2018). Nonverbal cues given with face-to-face communication have
meaning, and social context and knowledge are unclear when working at a distance
(Chekwa, 2018).
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In remote work environments, communication and social exchanges between
leaders and employees are lacking compared to communication in traditional working
situations (Chekwa, 2018). The consistency of being engaged in frequent and face-toface communication is lost. Employees received less immediate feedback and support,
as the communication exchange through email, web meetings, and other virtual forms
of communications has been shown to make it easier for disengagement to exist
(Chekwa, 2018). Studies have indicated e-mail communication does not provide the
richness and social presence created with face-to-face communication (Andres, 2002).
Furthermore, an increase in the frequency of email communications does not offset
other more effective forms of communication such as telephone and face-to-face
communications (Mulki et al., 2008). Communication is a foundation for trust-building;
it motivates employee participation, collaboration, and understanding (Ndevu, 2019),
and the lack of effective communication is an enormous hurdle for any remote leader
(Osanloo & Grant, 2016).
Remote Work History and Implications
Evolution of Remote Teams
Alan Kiron, a Polish-born staff scientist at the U.S. Patent Office, is credited for
developing the concept of telework, or “dominetics” as he called it in the Washington
Post in 1969 (National Research Council, 1985, as cited in Allen, 2020). Kiron’s concept
appeared again in 1971, when Frank Schiff, vice president and chief economist of the
Committee for Economic Development at the Washington Post, used the term
“flexiplace,” and around 1974, Jack Nilles, a director of interdisciplinary research at the
University of Southern California, introduced the term “telework”. Nilles (1973) offered
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telework as a proposed solution to the rising gas prices and the oil crisis, stating that this
method of work could be an alternative to traditional commuting (as cited in Allen,
2020).
In the 1980s, it was recognized that the evaluation of telecommunications
technology increased the possibility of being able to work from home (Shamir &
Salomon, 1985). John Naisbitt articulated that “the computer will permeate the whole
world of work” (National Research Council, 1985, p. 1). By 1987, about 1.5 million
Americans were working remotely, and large companies in the U.S., such as J.C. Penney,
American Express, and General Electric, were all experimenting with telecommuting
programs (Allen, 2020). By 1996, The National Telecommuting Initiative was created to
target the growth of telework and how it was being used within government work (Allied,
2021). By the late 1990s, the terms virtual workplace and remote workplaces were being
used in publications interchangeably to describe jobs done from home, at a satellite
location, or outside a work center (‘Telework Concept’, 1999). Remote or virtual work is
the dominant term used to describe a geographically and organizationally constructed
workplace using telecommunications and information technology to accomplish
organizational tasks (Gaines, 2018).
Roles of Leaders of Remote Teams
Various titles identify the leaders of remote teams, including middle manager,
field sales manager, division manager, general manager, market manager, territory
manager, or various traditional roles listed as remote or virtual. Many leaders of remote
teams perform as liaisons and mediators between the organization’s strategic vision and
the conflicts within the remote team dynamic (Spagnoli et al., 2021), breaking down
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messaging of strategic goals, interpreting guidance, and customizing an environment to
drive high performance (Dominguez & Sotherlund, 2010). The intermediary position for
this demographic leaves leaders of remote teams vulnerable to experiencing greater
weights of change. Scholarly articles and studies on remote leadership are scarce
(Spagnoli et al., 2021). Some researchers have opined that there is a contrast between a
manager and a leader, where a manager focuses on accomplishing desired ends and a
leader focuses on enlisting people and ideas (McCloskey, 2015). In the remote setting,
lack of contact with anyone within an organization other than the remote team leader
creates a dynamic where the leader becomes the primary face of leadership for the
organization, which leaves the leader with the responsibility of enlisting the remote
population to execute goals. Remote team leaders in remote settings are not solely tasked
with controlling the elements of time, money, and process, as they are also leading by
creating the environment and culture for each employee (McCloskey, 2015). Leaders of
remote teams are typically placed in the middle of the organizational hierarchy. They are
not on the executive level and will have a supervisor to report to (Tinline, 2016), which
leaves them in a vulnerable position of serving as gatekeepers to the organization and
holding a large percentage of the responsibility of the failure or success of the
organization (Dominguez & Sotherlund, 2010). Because the leaders of remote teams at
Fortune Global 500 companies influence the functional day-to-day activities of the
organization (Tinline, 2016), they are often empowered to focus on developing
relationships, building connections among diverse employees, and developing talent
(Elliott, 2021). These individuals are essential to the organization and are charged with
igniting passion and inspiration (McCloskey, 2015).
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Leaders of remote teams are in a difficult position within organizations. The
pressures of delivering organizational results can hinder their ability to cultivate an
inclusive and diverse environment. Unengaged leaders of remote teams can produce
unfavorable results (Dominguez & Sotherlund, 2010). The role of leaders of remote
teams at Fortune Global 500 companies is continuously evolving because the knowledge
of the employee population continues to evolve as well. Continuous changes, heightened
by social, psychological, and moral employee evolutions, have resulted in a struggle for
organizations to maintain consistency (Safferstone, 2005).
Buckingham and Coffman (1999) found that leadership needs to communicate to
employees successfully, properly organize resources, provide employee-need recognition,
provide achievement opportunities, and create an environment where employees feel
valued (as cited in Safferstone, 2005). Buckingham and Coffman additionally concluded
that influential leaders possess diverse styles of motivation, direction-setting, and
relationship-building (as cited in Safferstone, 2005). Exemplary leaders of remote teams
at Fortune Global 500 companies must execute four things very well: “select people for
talent, set expectations by defining the right outcomes, motivate people by focusing on
strengths, and develop people by helping them find where they best fit” (Safferstone,
2005, p. 26).
Summary
Research into effective leadership has revealed that an effective organization
operates as a social organism (Safferstone, 2005). Leading with heart is a process in
which leaders are capable of displaying their emotions and moods effectively and
authentically, which influences employee perceptions and leads to employee buy-in,
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attachment, commitment, and performance (Eberly & Fong, 2013). Heart-led leaders
embrace a style of organizational leadership that evolved from transformational
leadership. Transformational leaders build relationships grounded in trust, authenticity,
and genuine caring (Howard, 2009). The beginning of Chapter II included an exploration
of the qualities of authentic leaders. Emotionally intelligent, self-aware, and transparent
authentic leaders cultivate and foster confidence, hope, and optimism with those they lead
(Avolio & Gardner, 2005; Maximo et al., 2019). Authentic leaders will display positive
modeling, which invokes positive feelings for employees and significantly influences
their well-being (Avolio & Gardner, 2005; Lee, 2017). Human feelings and emotions are
derived from the heart. The theory of heart intelligence addresses how the heart
communicates with and influences the brain via the nervous system, hormonal system,
and other pathways (McCraty, 2016). Depending on the heart’s rhythm, cognitive signals
to the brain can be interrupted or supported, which affects individual choice and behavior
(Pearsall, 1999). If an individual is experiencing a negative environment, the heart’s
cognitive signals are disturbed, and as a result the individuals can exhibit low job
performance; therefore, leadership must invoke feelings of trust, belonging, love, and
safety (Dåderman et al., 2013).
According to McCraty (2014), there are no phenomenological studies invested in
the coherence experience, on how individuals use the heart’s intuitive capacity and
wisdom to make decisions. However, leading with heart may be the best way to address
the gap and provide a greater understanding of how a heart-centered leader makes
effective decisions that contribute to the promotion of health and well-being through
heart-focused leadership (Edwards, 2019). An environment of belonging, trust, love, and
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safety is not possible without relational cohesion. The theory of relational cohesion
asserts that emotionally affective, positive, and consistent exchanges between individuals
of the same group or team lead to a sustainable commitment in that relationship (Lawler
& Yoon, 1996). The theory also states that this cohesion builds trust and that trust can
lead individuals to give up their power to the other member of the relationship
(Chinomona & Cheng, 2013; Lawler, 1996). An examination of the effectiveness of
servant leadership builds on previously mentioned theories on how leaders build the
bridge of trust in the organizational environment. Servant leadership theory contends that
these leaders lead with love (heart) and act with humility or authenticity (Dennis, 2010);
to cultivate trust. Thus, it is essential to note the correlation among authentic leaders,
servant leaders, and the theory of relational cohesion; these theories reveal the
importance of empathy and caring. The empathetic leader can understand the motives,
values, and emotions of others (Salovey & Mayer, 1990) and possess the ability to show
consideration and sensitivity to the needs of others while displaying an authentic
presence, interest, and loving care (Ray & Turkel, 2004).
Research continues to reveal how leaders affect employee performance and wellbeing (Frieswijk, 2020); for remote leaders, it is crucial to understand that the remote
environment risks creating employee isolation and can breed a lack of trust in the
organization and with the leader (Cascio, 2000), which harms employees’ psychological
safety and trust. Employees who feel psychologically safe will likely ask for help and
will likely engage in productive learning opportunities, which will help to avoid any
behaviors that are costly to the organization, such as low engagement or productivity
(Payne, 2012). Effective employee engagement is seen as a positive, fulfilling, and

56

effective motivational state of work-related well-being that is characterized by the
behaviors of individual vigor, employee dedication, and information absorption (Maximo
et al., 2019).
This study’s population was exemplary leaders of remote teams at Fortune Global
500 companies. In Chapter II, the role of the leaders of remote teams at Fortune Global
500 companies was examined in depth. It was clarified how these leaders play a
significant role in forming the work environment. This exemplary work environment, as
revealed by Mark Crowley’s "Lead from the Heart: Transformational Leadership For
The 21st Century" (2011), shows how discovering the right talent, building the right
team, forming meaningful relationships through ongoing, pleasant interactions, paying
individualized attention by responding to the needs of personal and career development,
and demonstrating heart-led appreciation for employees’ contribution to the organization
(Choi, 2006; Crowley, 2011; Nebres, 2020; Wang et al., 2020) are the elements that
support any remote leader’s goal to achieve exemplary results.
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CHAPTER III: METHODOLOGY
Overview
In Chapter I, the study was introduced, and the background of the study was
presented. Chapter I also provided a synopsis of the central theoretical foundations and
the theoretical framework of the research study. Finally, Chapter I provided the research
questions, the significance of the problem, key definitions, and the organization of the
study. Chapter II provided a review of the literature centered on the foundations of heartled transformative leadership. The chapter examined the evolution of transformational
leadership and how it and other leadership theories facilitate empathy, caring,
psychological trust, safety, and capital.
Chapter III provides the methodology of the study. The purpose statement and
research questions are reviewed, followed by details of the study’s research design,
population, sample, instrumentation, and data collection. Chapter III provides the
necessary information to replicate the research and provides a greater understanding of
the process used by peer researchers to increase the study’s reliability and validity. A
phenomenological approach examines and provides an in-depth inquiry into individuals’
experience and investigates the problems connected to the lived experience to increase
overall understanding (Patton, 2014; Ungvarsky, 2020) of a human phenomenon, which
made the phenomenological method ideal for this study. This study involved exploring
and describing the lived experiences of leaders of remote teams at Fortune Global 500
companies who lead with heart, and how leading from the heart resulted in
transformation and the achievement of exemplary results.
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Purpose Statement
The purpose of this phenomenological study was to describe how exemplary
leaders of remote teams at Fortune Global 500 companies lead from the heart using
Crowley’s four principles (building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements) to
accomplish extraordinary results in their organizations.
Research Questions
1. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by building highly engaged
teams?
2. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by connecting on a personal
level?
3. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by maximizing employee
potential?
4. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by valuing and honoring
achievements?
Research Design
The research design selected for this study was qualitative. Effective qualitative
research is narrowed to a singular idea that the researcher seeks to examine and
understand (Creswell & Creswell, 2020), which allows for a deeper understanding of the
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lived experience perceived by a population (McMillan & Schumacher, 2010; Patton,
2012, 2015). A study’s research design is defined as the blueprint plans for the study
(Creswell, 2013). Qualitative research differs from quantitative research, as quantitative
research involves an attempt to measure findings based on patterns that are uncovered,
and qualitative research seeks to discover meaning, specifically phenomenological
research, which aims to understand how a human phenomenon presents through
consciousness (Creswell & Creswell, 2020). The research involved documenting a human
experience and allowing the phenomenon to speak on its own behalf (Sarsfield & Garson,
2018). This research contributes to the thematic study to examine and describe how
exemplary leaders use Crowley’s (2011) four principles that lead to extraordinary results
for organizations.
Method
The method for this research study was phenomenological. This research method
effectively accentuates individuals’ lived experiences and perspectives, and it is a method
that expresses how individuals see the world through their experience (Finlay, 2012). The
phenomenological study is a method of facilitating phenomena—that which appears—to
reveal themselves. As reflected in many articles, phenomenology was pioneered by
Husserl (1929) into a movement, approach, and method of scientific investigation into
human experience, lived world awareness, consciousness, and reality (Edwards, 2019).
The phenomenological method describes individual perspective void of hypotheses or
preconceptions (Lester, 1999). These lived experiences were documented in this study
through teleconferencing with the selected sample.
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The dissertation focuses on the perceived experiences of a population who
embody Crowley’s (2011) variables of leading with the heart. The research seeks to
describe and explain how the heart and the brain communicate and influence perceptions
and behavior (McCraty, 2016). Qualitative research is the ideal approach for exploring
and understanding the meaning ascribed to a social or human problem, versus
quantitative research, which is used to test theories to examine the relationship among
variables (Creswell & Creswell, 2020).
Population
According to McMillan et al. (2010), a study population is a group of subjects
who meet a specific set of criteria. It was estimated that 4.3 million individuals in the
United States worked from home at least half the time in 2018 (Simovic, 2021). From the
nation’s total of fully employed population, 3.2% work remotely (FlexJobs.com, 2021). It
is estimated that 16% of the working population (remote or traditional) are classified as a
leader of teams (Marinova, 2021). Out of the total remote working population, 5.1% are
located within California. Of the population of 2,193,000 remote workers in the state of
California, approximately 129,606 are in Southern California (FlexJobs.com, 2021).
Conducting business remotely or virtually involves not sharing the same physical
location for an extended time (Bigtincan, 2020). The pandemic created an opportunity for
the expansion of remote business across various industries that previously relied on faceto-face interaction. Remote workers essentially use virtual tools, such as email, video
chat, or social media, to execute traditional functions, which can include preliminary
interactions, meetings, customer care, data gathering, or data analysis (Indeed, 2021;
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Showpad, 2020). Remote work is the process of examination, engagement, and execution
while a company and its consumers are in different physical locations (Indeed, 2021).
The population for this study was leaders of remote teams who ranged from
intermediaries within an organization to high-level leaders. Remote leaders are typically
placed as a corporate intermediary that acts as the face of the organization for employees.
They are responsible for the management of the daily workflow of the team. Their goal is
to oversee day-to-day tasks and ensure the completion of overall objectives for the
organization. Remote leaders are typically second-line managers situated below top-level
management and are not on the executive level, although they do report to someone on an
executive level (Tinline, 2016).
Target
A target population for a study is the entire set of individuals chosen from the
overall population for which the study data are to be used to make inferences. The target
population defines the population to which the findings are meant to be generalized
(McMillan & Schumacher, 2010); the target population is the group of participants with
distinct attributes related to the subject of interest and relevance (Bartlett et al., 2001;
Creswell, 2003). Due to time or cost constraints, it is typically not feasible to study large
groups (Creswell, 2003); therefore, researchers choose population samples from a larger
group. The target population was identified as leaders of remote teams located in
Southern California. The sample for the research was a group of leaders responsible for
managing the sale and distribution of products and services through established “sales
territories, quotas, and goals” (Bureau of Labor and Statistics, 2021). Out of the total
number of remote workers in Southern California, there are approximately 20,736 leaders

62

of remote teams. According to McMillan et al. (2010), it may not be feasible to study a
large group of study participants due to geography, funding, or convenience.
Sample
The sample is a group of subjects identified from the larger population from
whom the data will be collected (McMillan & Schumacher, 2010). The selection of
subjects is done through either probability or nonprobability sampling (McMillan &
Schumacher, 2010). For the purposes of the current study, subjects were selected through
nonprobability purposeful sampling by focusing on choosing data-rich cases that would
clarify the research questions and provide the richest data possible to examine remote
employees’ experiences (Lee, 2018). Purposeful sampling is frequently used in
qualitative research to provide rich data for the phenomenon at the center of the research
(Palinkas et al., 2015) and allows researchers to identify elements of the population
connected to the topic of study (McMillan & Schumacher, 2010). In addition, the study
used criterion sampling. Criterion sampling is a process of identifying specific criteria of
importance in the selection of the study sample. The criteria were determined to identify
the attributes of the subjects at the center of the qualitative assessment (McMillan &
Schumacher, 2010). Criterion sampling minimizes the possibility of weak sample
subjects (Cohen & Crabtree, 2006). Sample subjects were carefully selected to provide a
reflective estimation of what is perceived by the entire remote leadership population
(McMillan & Schumacher, 2010). The diversity in industries among the sample
population strengthened the credibility of the research findings.
The sample for the study consisted of eight leaders of remote teams who currently
or historically worked for a Fortune Global 500 company. Fortune’s (2020) Global 500
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consisted of the 500 largest companies in the world. Fortune’s Global 500 are chosen by
the organization’s impact the global economy. An exemplary leader of remote teams was
defined by the team of peer thematic researchers and the team of faculty advisors. An
exemplary leader of remote teams in this study was required to meet at least four of the
six requirements, the first two of which were required:
•

evidence of caring for people in the organization,

•

a minimum of 3 years of experience as a leader of remote teams,

•

evidence of extraordinary results,

•

articles, papers, or materials written, published, or presented at conferences or
association meetings,

•

recognition by peers,

•

membership in a professional association in their field.

Figure 1.
Population, Target Population, and Sample

Southern California
129,606

Leaders of Remote Teams
Exemplary Leaders

20,736

8

Sample Selection
The sample selection process is vital for obtaining a wealth of data in connection
to the phenomenon being studied (Sargeant, 2012). The researcher executed the
following steps to access the sample subjects for the study. The researcher first identified

64

an expert panel familiar with leaders of remote teams in Southern California. Members of
the expert panel was tasked with identifying and nominating possible participants based
on the predetermined criteria and using their existing knowledge of leaders of remote
teams. The panel included the following individuals:
1. A remote sales professional with 34 years of experience
2. An aerospace professional with approximately 30 years of experience
3. An executive in the field sales industry with approximately 30 years of
experience
4. An executive in business-to-business support with approximately 20 years of
experience
All expert panel members had mentored, and coached leaders of remote teams
and had directly observed their leadership with heart. The following steps were executed
to select the participants of the study:
1. Each expert panel member was asked to nominate four leaders of remote
teams, whom they perceived as meeting the study’s criteria.
2. The researcher formulated a list of prospective participants nominated by the
panel of experts.
3. The researcher verified the list of potential participants met the criteria using
various sources (social media, websites, and other professional sources).
4. The researcher presented the list of potential participants to the thematic
faculty team for discussion and secondary verification for validity.
5. After the participant list was determined to meet the criteria, the researcher
contacted nominees via email or the telephone to notify them that they had
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been nominated for the study and discussed the study with them. The
researcher asked nominees to participate and informed nominees that they
could respond to the invitation within 48 hours of the correspondence.
6. Following the receipt of an agreement to participate, the researcher followed
up with the nominee to discuss the Institutional Review Board (IRB).
7. During the follow-up conversation with the participant, the researcher
discussed the study purpose and benefits of participant. IRB information was
presented to the participants, and the researcher communicated possible risks,
discussed privacy rights, and answered questions in connection to the
research.
8. After the discussion of the IRB, the participant candidates were able to
verbally agree to participate in the study. At that time, the researcher provided
the following documentation via email to confirm participation: an invitation
letter (see Appendix B), an interview guide (see Appendix C), an informed
consent and audio-recording release (see Appendix D), and the UMass Global
Participant Bill of Rights (see Appendix E).
9. Interview times were set at the participant’s convenience for 30–60 minutes
and took place using the teleconferencing application Zoom.
10. Interviews were recorded and transcribed through Zoom.
11. The interview concluded with each participant giving verbal consent to
receive a virtual transcript copy for their records, which was included in the
recordings for verification.
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Instrumentation
Aligning the proper instrumentation with the research design will yield the best
possible data (Billups, 2021). In an ideal phenomenological study, the aim is to examine
and identify the depths of the human phenomenon through reflection (Billups, 2021).
This phenomenological qualitative research study used semistructured one-on-one
interview instrumentation to collect data on the participants’ experiences (Tomaszewski,
et al., 2020). The semistructured one-on-one interview method of data collection aims to
capture as accurately as possible details of the phenomenon lived by the participants
(Tomaszewski et al., 2020). The 14 peer researchers of the study developed the interview
questions with the assistance of the five faculty advisors. The peer researchers were
divided into four teams to construct a draft of semistructured open-ended interview
questions that aligned with the purpose statement. The research questions fit within the
designed research definitions of leading with heart. Each peer researcher drafted three
questions connected to one of Crowley’s (2011) four variables of leading from the heart:
1. Each of the four teams drafted definitions for all four of Crowley’s (2011)
principles from research of seminal authors.
2. Subvariables were then identified within each definition.
3. Teams designed concept essays to articulate variable and subvariable
definitions.
4. The teams developed interview questions aligned with the variable and subvariable definitions.
Once the first drafts of the interview questions were completed, the team of peer
researchers received feedback from the faculty advisors for revisions, and each question
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was subject to peer-to-peer probes. Semistructured open-ended interview questions were
the chosen approach for the research to provide significance to the data. Once the peer
researchers agreed on the semistructured open-ended interview questions and the
additional probing questions, there was a discussion on the interview protocol. An
interview script was developed, which the researcher agreed to dictate to each
interviewee verbatim. The script included an overview of the study and definitions of key
terms (see Appendix C), an informed consent script (see Appendix D), and an interview
feedback questionnaire (see Appendix F). The agreed-upon protocol was used by all 14
peer researchers to maintain consistency and integrity in the data collection process.
Field Test
The peer researchers’ team conducted a field-test interview with an individual
who seemed to embody the leading-with-heart principles but was not included in the
study. The field test was observed by a UMass Global scholar who had earned an Ed.D.
This expert was chosen for their experience with remote teams and their position as a
dissertation committee member. Following the execution of the field test, the field-test
interviewee completed a survey (see Appendix F), the field-test observer completed an
observer survey (see Appendix G), and the peer researcher completed a researcher
reflection survey (see Appendix H). Each survey was necessary to ensure the interview
questions designed by the peer researchers could translate to the respondent in a
meaningful way, allowing for rich and reliable data. A developed instrument must be
proven reliable and valid before executing the research (McMillan & Schumacher, 2010).
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Validity
Results of a study must be open to replication for verification (McMillan &
Schumacher, 2010). Validity in research allows a study to be replicated. Designing a
valid instrument enables a study to draw meaningful conclusions from the population
sample (McMillan & Schumacher, 2010). The study relied on the input of the team of
peer researchers, the support faculty, field-test artifacts, and interviewee feedback to
increase the validity of the collected data. Implementing the field test supported the
validity of the research. Insufficient or improperly framed instruments can create a source
for validity errors (Kirk, 1986).
Reliability
Researchers aim to capture reliability through detailed documentation of the
artifacts (Kirk, 1986). The team of peer researchers participated in developing the
instrumentation of the study. The team conferred on the design of the research questions,
purpose, definitions of the variables, and delimitations of the study. Five doctoral faculty
advisors supported the study by providing valuable feedback for the study. Faculty
advisors are necessary to check the strength of a study (Kirk, 1986).
Intercoder Reliability
For the reliability of a study to be verified, the research must be documented. The
means of collecting and analyzing data must be explicit (Kirk, 1986). Intercoder
reliability is a process by which two or more coders agree on the coding of the data
content (Lavrakas, 2008). The study will used the results from coding software
ATLAS.ti; in addition, the researcher used an independent third-party evaluator who was
without knowledge of the study to provide coded analysis for a minimum of 10% of the
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collected data to ensure reliability (Ashby, 2018) with a minimum of 80% agreement
(Creswell & Creswell, 2017; Patton, 2015).
Data Collection
Data were collected in semistructured open-ended interviews. With the agreement
of the support faculty, the team of peer researchers selected this method of data collection
to draw out specific theoretical concepts that relate to the research problem and research
questions but allow for the opportunity to investigate the lived experience from the
individual perspective. The format of the semistructured open-ended interview and the
supporting probing questions allowed for more in-depth data, which led to a deeper
understanding.
Interviews took place through teleconferencing software to maintain the health
and safety of the researcher and the interviewee during the Delta variant spike of
COVID-19. Interviews were conducted on Zoom to maintain the health and safety of the
researcher and interviewee. Each interview was recorded using the recording options on
the teleconferencing website, and transcripts of the recorded interviews were drafted
following each interview, omitting all names and specific affiliations to protect the
respondents’ privacy. The researcher reviewed each transcript to ensure accuracy. Lastly,
transcripts were transferred to ATLAS.ti for coding. Researchers use ATLAS.ti to ensure
reliability. Each interview was scheduled for 60 minutes, and interviews took place over
8 weeks. Before each interview, respondents received information concerning the
purpose of the study and a copy of the interview questions.
The data collected for this phenomenological study came from interviews with
eight exemplary leaders of remote teams. The interviews were recorded and then
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transcribed following the conclusion of each interview. All video recordings were
downloaded and safe on a password-safe thumb drive, and all video, audio, and transcript
files were stored on a password-protected hard drive that was locked in the researcher’s
safe. During the interview process, handwritten field notes were executed to enrich the
data collection with researcher observations. All field notes taken during the interview
were also stored in the safe. Data used in this study were collected following approval
from the UMass IRB and following the completion of required heath certifications (see
Appendix I and Appendix J).
Interview Process
Each exemplary leader of a remote team who participated in the study agreed to
be interviewed for the study. Each participant received identical copies of the 12
interview questions, separated by variable category (see Appendix C), UMass University
IRB, the Research Participant’s Bill of Rights (see Appendix E), and the informed
consent with the attached recording release form (see Appendix D). The Research
Participant’s Bill of Rights and the informed consent and audio release form were used to
communicate the importance of participant privacy and research confidentiality. Each
participant signed the required documentation before participating in the interview.
The researcher ensured the interviews followed the agreed-upon protocols set by
the team of peer researchers by reviewing the purpose statement and definitions of the
variables at the beginning of the interview. Each interview question was posed to the
participant, and probing questions were used to allow the researcher to gain clarification
or expand the information (McMillan & Schumacher, 2010; Patton, 2015).
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Artifacts
Artifacts can support research by providing materials that support the data and
thus giving the study additional data for interpretation (Rosenthal, 2009). Using artifacts
in the study offers meaning to the data; the evidence captured enhances the analysis.
Artifacts are typically tactile, such as photographs, videos, or audio recording used to
represent the sample at the core of the research (Billups, 2021). The researcher gathered
public, organizational records, or personal documents provided by the interviewee.
Data Analysis
The study required specifying the steps taken to analyze the data, which allowed
the researcher to organize the information and accurately identify possible themes
(Creswell & Creswell, 2020; Patton, 2014). The data at the center of the analysis came
from the eight semistructured open-ended interviews with exemplary leaders of remote
teams and the additional artifacts. The analysis process provided significant themes that
allowed the researcher to respond to the research questions.
Data Analysis Structure
1. The researcher prepared the data. Data preparation included transcribing the
video recording of each interview.
2. The researcher reviewed the transcriptions from the interviews with each
participant to ensure the accuracy of the data.
3. The researcher conducted a finalized review of the data and inspected for
possible themes.
4. The researcher uploaded the data into the analysis software ATLAS.ti.
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5. The researcher coded the data within the ATLAS.ti software and reviewed the
codes for duplicates.
6. The researcher grouped established codes into themes.
7. The researcher described established themes and identified the ideas for the
findings of the study.
Coding Data
The phenomenological research structure begins with the interview process,
followed by classifying the data collected from the interview (Patton, 2014; Sarsfield &
Garson, 2018). The data collection and analysis goal is to find the connection between the
data and the research questions at the center of the study (Sarsfield & Garson, 2018).
Although qualitative coding software was used for the analysis, the study ultimately
relied on the researcher to examine all the data accurately, which allowed the researcher
to scan the data for an initial interpretation (McMillan & Schumacher, 2010; Sarsfield &
Garson, 2018).
With the data collection software, the researcher organized the data into
categories or codes and compared the codes. The frequency tables within each coded
phenomenon were studied, and a relationship was found between each code or category
and any related subcodes or subcategories (Sarsfield & Garson, 2018). The researcher’s
goal was to validate the relationships between the data and the research question and
better understand the phenomenon.
Triangulation
Triangulation provides greater credibility to the data collected. It is the process of
using multiple sources to gain convergence (Creswell & Creswell, 2020) and to provide a
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deeper understanding (Billups, 2021). Triangulation is critical in qualitative research, as it
is the way researchers corroborate the data or sharpen the perceptions experienced by the
participants. Triangulation methods include journals, observations, artifacts, or other
professional documents (Billups, 2021).
Institutional Review Boards
Gaining IRB approval is a process of several steps that allows the researcher to
access research sites and participants (Creswell, 2013). For all fields of research,
permission is required from human subjects review boards. The IRB within UMass
Global examined the study for any potential harm or risk to study participants (Creswell,
2013). The IRB reviews studies that may involve a high-risk or sensitive population and
provides guidance to ensure the protection of the study population (Creswell, 2013).
Limitations
Limitations in the study are sources that may create bias and affect the study’s
validity (Sarsfield & Garson, 2018). Any limitation in a study will affect the findings of
the study (Sarsfield & Garson, 2018), and the researcher’s communication of limitations
will advance the future of the research by preventing future research from experiencing
the same issues (Creswell & Creswell, 2020). The study of exemplary leaders of remote
teams at Fortune Global 500 companies was limited due to the sample size, time
constraints, constraints due to the COVID-19 pandemic, geography, and the researcher
serving as an instrument in the study.
Sample Size
The sample in a study supports the accuracy of the inferences made; however, the
time and resources necessary to recruit those participants can be costly (Creswell &
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Creswell, 2020). Creswell (2010) suggested that a sample should be between 3 and 12
participants for phenomenological research. In qualitative research, the approach differs
from quantitative research, and the study relies on the richness of data and not the
quantity of data to analyze. With the guidance of faculty advisors, the team of peer
researchers agreed on a sample size of eight participants.
Time Constraints
The structure of the Ed.D. program allows scholars to pursue postgraduate studies
while continuing other responsibilities such as full-time employment. The time necessary
to dedicate to the study was affected by constraints the researcher faced that were not
connected with the study. The population of remote leaders in Southern California was
approximately 20,736 individuals in 2019 (Diaz, 2019; Bureau of Labor and Statistics,
2021), which would equal 20,736 hours of interviews if the researcher wanted to
interview the entire population. The interview times were constrained to between 9 a.m.
and 5 p.m., Monday through Friday, to accommodate the working schedules of the
participants. The total state target population and the available hours would therefore
have required 2,592 days to complete. The time needed to recruit the state’s total
population of remote leaders would have hindered the study.
COVID-19 Constraints
The COVID-19 pandemic created substantial interruptions throughout 2020 and
2021 (Business Wire, 2021). One such constraint was that business entities structured
with a face-to-face format had to pivot to virtual design (Groshen, 2020), which may
have required participants to be interviewed from home, which means familial
distractions could have affected the study’s outcome.
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Geography
Although COVID-19 constraints limited data collection to a teleconferencing
interview format, the study had additional geographical limitations. The sample of
leaders of remote teams at Fortune Global 500 companies is physically dispersed
throughout the Southern California geographical area. Thus, each participant was
influenced by different variables outside of the researcher’s control.
Artifacts
The collection of artifacts in the study would have exposed proprietary
information. According to the U.S. Securities and Exchange Commission (2022),
proprietary information is all information created or discovered by any individual
employed by a company. This information includes anything that relates to or is
connected with design, configuration, tooling, documentation, recorded data, schematics,
layouts, works of authorship, and any information concerning a company’s actual or
anticipated business. Any collection of physical artifacts by this study for publication
would result in study participants being in breach of their obligation to protect proprietary
information. To protect proprietary information, the researcher requested that participants
provide artifacts for physical inspection only. Physical inspection consisted of screen
sharing the artifact information for documentation.
Researcher as an Instrument
The researcher was the primary conduit to the collection of the data (Billups,
2021). The researcher selected the sample for the study based on her understanding of the
criteria for exemplary leaders of remote teams at Fortune Global 500 companies. The
researcher participated in the construction of the study instruments and conducted the
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interviews. Finally, the researcher was responsible for collecting, coding, and analyzing
the data. Repeatability within all research instruments is essential (Creswell & Creswell,
2020); the researcher could not produce identical variables for each participant’s
experience, as noted in the aforementioned limitation categories. The researcher was also
subject to internal reliability; the researcher was a remote worker for a global
organization at the time of the study. The researcher had been led by leaders of remote
teams at Fortune Global 500 companies. Prior experiences could have subjected the
researcher to personal bias that could have affected the study (Ashby, 2018).
Summary
The chapter on research methodology revealed the specific path and procedures
the researcher executed in collecting the data (Ramonyai, 2020). This chapter aimed to
articulate the process of analyzing the data to report findings (Sarsfield & Garson, 2018).
The researcher first reintroduced the purpose of the study and research questions,
followed by an articulation of the research design, study population, sample of the study,
instrumentation used in the research, and the data collection process used for the study.
The researcher provided details of the analysis process and concluded with a statement of
the study’s limitations.
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS
This phenomenological study describes how exemplary leaders of remote teams at
Fortune Global 500 companies lead from the heart using Mark Crowley’s four principles
(building a highly engaged team, connecting on a personal level, maximizing employee
potential, and valuing and honoring achievements) to accomplish extraordinary results in
their organizations. Chapter IV will present the qualitative results collected through the
semistructured open-ended interview process held in a virtual setting. Artifacts were
collected and integrated into the interview data. The interview data were collected from
the qualitative interviews conducted with eight sample subjects. The peer researchers
generated definitions for the four principles that they used to generate the interview
questions that were designed to address each research question.
The data are presented in a narrative format, supported by tables and figures to
illustrate the analysis and significant themes. The qualitative phenomenological
presentation of the data includes direct quotes from the eight exemplary leaders of remote
teams. Chapter IV includes qualitative data and it concludes with a summary of the
study’s findings.
Purpose Statement
The purpose of this phenomenological study is to describe how exemplary leaders
of remote teams at Fortune Global 500 companies lead from the heart using Mark
Crowley’s four principles (building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements) to
accomplish extraordinary results in their organizations.
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Research Questions
1. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by building highly engaged
teams?
2. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by connecting on a personal
level?
3. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by maximizing employee
potential?
4. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by valuing and honoring
achievements?
Research Methods and Data Collection Procedures
The study used a qualitative phenomenological research design. According to
Creswell (2020), qualitative researchers seek to examine and understand the world. A
deep understanding is derived from the lived experience perceived by a population
(McMillan & Schumacher, 2010; Patton, 2012, 2015). The qualitative phenomenological
study captured the lived experiences of eight exemplary leaders of remote teams who
lead with heart by building a highly engaged team, connecting on a personal level,
maximizing employee potential, and valuing and honoring achievements.
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Interview Process and Procedure
The study involved semistructured open-ended interview questions. Interview
question responses and supportive artifacts were the data collected for the study. The data
collection process was developed to uncover the nuances (Billups, 2021) of the lived
experience of the eight exemplary leaders of remote teams who lead with heart using
Crowley’s (2011) leadership from the heart strategies of exemplary leaders. This study
and its findings are part of a team of peer researchers who are contributing to the leadingwith-heart thematic, and the data contributions are the thematic’s shared passion for
exploring the ways exemplary leaders lead from the heart to achieve extraordinary
results.
Interview questions for the study were semistructured and open-ended. The team
of peer researchers constructed 12 semistructured open-ended interview questions to
capture as accurately as possible details of the phenomenon lived by the participants
(Tomaszewski et al., 2020). The 14 peer researchers of the study developed the interview
questions with the assistance of the five faculty advisors. The peer researchers were
divided into four teams to construct a draft of open-ended interview questions that
aligned with the purpose statement. These research questions fit within the definitions of
leading with the heart. The peer research team critiqued the interview questions with the
assistance of faculty advisors, and the approved interview questions were chosen based
on their alignment with the research questions and the research objective to elicit a
richness in interview responses.
The interview questions designed for the study were crafted by the leading-withheart peer researchers team. Reliability and validity of the semistructured open-ended
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interview questions were completed using field test interviews. Each peer researcher was
observed by a UMass Global scholar who has earned an Ed.D. in the program. Following
the execution of the field test, the field test interviewee completed a survey (see
Appendix G), the field test observer completed an observer survey (see Appendix F), and
the peer researcher completed a researcher reflection survey (see Appendix H). Each
survey was necessary to ensure the interview questions designed by the peer researchers
could elicit meaning from the respondents and provide sufficient data for analysis.
Eight leaders of remote teams were identified for the study by a nomination panel
that identified leaders of remote teams who met the criteria of exemplary for the study.
Each leader of remote teams received an email introduction, the interview questions with
definitions of key terms (see Appendix C), an informed consent form (see Appendix D),
and a Participant Bill of Rights form (see Appendix E). At the execution of the interview,
the researcher asked each interviewee semistructured open-ended questions in the
identical order to maintain consistency and reliability. If a response lacked sufficient data
during the interview, the researcher posed a probing follow-up question as listed in the
interview questionnaire (see Appendix C). Probing questions allow a researcher to
capture more detailed information and enhance the illustration of participants’ lived
experience. In phenomenological research, probing questions contribute to an increased
understanding of the essence of the lived experience (Billups, 2021).
Interviews of all eight leaders of remote teams were conducted between February
24, 2022, and March 25, 2022. All eight interviews were conducted virtually through
Zoom. Virtual interviews were required due to the restrictions in place during the
COVID-19 pandemic. At the recommendation of the Centers for Disease Control and
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Prevention (2020) and UMass Global faculty, social gatherings and in-person interviews
were not recommended. Each interview ranged from 30 to 60 minutes. All interviews
were recorded and transcribed. The researcher reviewed transcripts of each interview and
edited them for transcription errors. Each interviewee received a copy of the video
interview and the transcription to review and provide feedback on their reliability.
Artifacts were collected (where applicable) to provide triangulation of the data,
which that was used to corroborate to the findings (Billups, 2021; Creswell & Creswell,
2020). Each interviewee was asked to provide artifacts they believed were an example of
leading remote teams with heart, such as building a highly engaged team, connecting on a
personal level, maximizing employee potential, and valuing and honoring achievements.
Interview transcriptions and artifact data were uploaded into ATLAS.ti, which is
designed for qualitative researchers to organize interview data to gain insights (QSR,
2022).
The coded responses assisted in defining the data as perceived by the study
respondents. All interview questions aligned with Crowley’s four principles: building a
highly engaged team, connecting on a personal level, maximizing employee potential,
and valuing and honoring achievements to achieve results. All codes presented in Chapter
IV are organized as frequencies to illustrate the occurrences of responses.
Population
According to McMillan et al. (2010), a study population is a group of subjects
who meet a specific set of criteria. The researcher uncovered a lack of data available to
identify an accurate account of the remote employee population. The integration of
remote and hybrid workplace structures is continuously evolving, and at the time of the
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study the remote population in the state of California was 5.1% of the total employee
population (FlexJobs.com, 2021). It is estimated that there are 4.3 million individuals in
the United States worked from home at least half the time in 2018 (Simovic, 2021).
Within that total, 16%, are leaders of teams (Marinova, 2021). It is estimated that the
total population of remote workers in Southern California is approximately 129,606, with
an approximate population of 20,736 leaders of remote teams in the same location
(FlexJobs.com, 2021). The population for this study was leaders of remote teams who
ranged from intermediary to high-level leaders.
Sample
The sample was a group of subjects identified from the larger population from
whom the data were collected (McMillan & Schumacher, 2010). The sample subjects
were selected through nonprobability purposeful sampling, which focused on choosing
data-rich cases that would clarify the research questions and provide the richest data
possible to examine remote employees’ experiences (Lee, 2018). In addition, the study
included criterion sampling. Criterion sampling is a process of identifying specific
criteria of importance in the selection of the study sample. The criteria were set to
identify the attributes of the subjects at the center of the qualitative assessment
(McMillan & Schumacher, 2010). The sample subjects were chosen by meeting at least
four of the following six requirements, of which the first two were required:
•

evidence of caring for people in the organization,

•

a minimum of 3 years of experience as a leader of remote teams,

•

evidence of extraordinary results,
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•

articles, papers, or materials written, published, or presented at conferences or
association meetings,

•

recognition by peers,

•

membership in a professional association in their field.

The sample for the study was eight leaders of remote teams who served as an
executive or an intermediary leader of remote teams. An intermediary leader provides a
leadership link between the subordinate and executive operations of an organization.
Demographic Data
The phenomenological study included eight leaders of remote teams who were
selected using predetermined criteria. Each of the eight leaders was an executive or
intermediary leader, and each leader verified their experience working within an
organization with an employee population of 1,001 or more employees. Total
organization population included the corporate office population that the leaders of the
remote teams did not oversee. The eight leaders had an employee team of between 3 and
20 individuals over whom they had direct remote oversight.
The respondent population was 87.5% male, with only one of the respondents
identifying as female. Much of the respondent population (62.5%) was in the sales
industry. The years of experience as a leader of remote teams in the executive position
was greater than 10 years, and leaders of remote teams in the intermediary leadership
position had 5–10 years of experience. Table 1 presents a visual description of the sample
at the time of the study and includes gender orientation, years in leadership position,
industry, company size, and whether the respondents served in an executive or
intermediary capacity for their organization.
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Table 1.
Overview of the Conducted Interviews

Respondent 1
Respondent 2
Respondent 3
Respondent 4
Respondent 5

Gender
Male
Male
Female
Male
Male

Years of
leadership
<10
<10
>10
<10
<10

Respondent 6

Male

>10

Respondent 7
Respondent 8

Male
Male

>10
>10

Type of
industry
Sales
Sales
Sales
Marketing
Business-tobusiness
Business-tobusiness
Sales
Sales

Organization
size
1,001–5,000
5,001–10,000
1,001–5000
10,000+
10,000+

Leadership
position
Intermediary
Executive
Intermediary
Executive
Executive

1,001–5,000

Intermediary

1,001–5,000
10,000+

Intermediary
Intermediary

Presentation and Analysis of Data
Presenting the data allows researchers to interpret the data and validate the data to
support potential outcomes to the study (Creswell & Creswell, 2020). The data were
collected using virtual interviews and artifacts. The data provide a description of the
heart-led strategies used by leaders of remote teams (building a highly engaged team,
connecting on a personal level, maximizing employee potential, and valuing and
honoring achievements) that led to extraordinary results for the organization. The data
presentation and the subsequent findings align with the four research questions. The data
were coded and analyzed to illustrate the lived experience of leaders of remote teams who
lead with heart through the lens of Crowley’s four principles. The data were input into
qualitative data analysis software. The software provided a means of organization for
generating themes and codes for analysis. Each theme serves as a major finding for the
study and is followed by various perspectives shared by the interview respondents
(Creswell & Creswell, 2020).
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Each of Crowley’s four principles is presented, and themes are provided from the
open-ended semistructured interview questions, which all aligned with the framework. A
total of 651 frequencies were identified, and the frequencies were categorized into 27
themes. Each major theme is presented and summarized.
Figure 2.
Total Data Frequencies of the Leading-With-Heart Principles
Valuing and
Honoring
Achievements
23%

Building highly
Engaged Teams
23%

Connecting on a
Personal Level
27%

Maximizing
Employee
Potiential
27%

Data Results
Research Question 1
Research Question 2 was as follows: How do exemplary leaders of remote teams
at Fortune Global 500 companies lead from the heart to accomplish extraordinary results
by building highly engaged teams? The aim of Research Question 2 was to identify and
describe how leaders of remote teams build highly engaged teams to accomplish
extraordinary results. For the purposes of the study, building highly engaged teams was
defined as the use of strategies that help people become enthusiastically invested in and
dedicated to work that they believe is significant, meaningful, and challenging, where
relationships are built on emotional connection and shared vision, and where values and
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commitment are based on personal strengths and interests aligned with organizational
goals (Crowley, 2011; George & Stevenson, 1988; Rees et al., 2013; Senge et al., 2007).
Figure 3.
Frequency of Codes for Building Highly Engaged Teams
Having authenic
open communication
7%

Creating
environment of
safety and caring
22%

Setting articulated
goals
11%

Promoting
collaboration
14%
Understanding core
needs and
motivation
18%
Ensuring alignment
with meaning/ethics
14%

Investing time
14%

Three interview questions were crafted to provide deeper insight into building
engaged teams in the remote setting. Each leader of remote teams was asked each of the
three corresponding interview questions that aligned with the research question. The data
were grouped into seven major themes analyzed from 149 frequencies and seven
artifacts.
At the conclusion of inputting the data and examining supporting documents, the
highest frequency that contributed to the cultivation of highly engaged teams was the
creation of an environment of safety and caring, with a frequency of 33, which comprised
22.2% of the total coded data. The second highest frequency was understanding core
needs and motivations, with a frequency of 27, which comprised 18.12% of the total data.
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Investing time and ensuring alignment with the employee and the organization tied for
the third highest frequency, with a total frequency of 21, which comprised 14% of the
total data. The final three major themes were promoting collaboration (13.4% of the total
data frequency with 20 coded responses), setting articulated goals (11.40% of the total
frequency count with 17 coded responses), and having authentic open communication
(6.73% of the frequency data and 10 coded responses).
Table 2.
Themes Related to the Way Exemplary Leaders Lead by Building Highly Engaged Teams
Respondents Artifacts Interview Artifact
Total Frequency
Theme
coded
coded frequency frequency frequency
%
Creating
6
1
32
1
33
22.15
environment of
safety and caring
Understanding
6
1
26
1
27
18.12
core needs and
motivation
Investing time
7
1
20
1
21
14.00
Ensuring
5
1
20
1
21
14.00
alignment with
meaning/ethics
Promoting
6
1
19
1
20
13.40
collaboration
Setting articulated
5
1
16
1
17
11.40
goals
Having authentic
5
1
9
1
10
6.73
open
communication
Note. Total frequency = 149.
Interview questions were crafted in alignment with how leaders of remote teams
build engagement with teams. The goal of the interview questions was to gain deeper
understanding of how leaders of remote teams facilitate a virtual environment and culture
that lead to building an engaged team.
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Creating an Environment of Safety and Caring
Creating an environment of safety and caring had an overall frequency of 22.15%
and was identified by 75% of the respondents. The impact of psychological safety on
behavioral outcomes within the workplace setting was well documented by Edmondson
(2014). Edmondson described psychological safety as a person’s perception of the
workplace and if that perception of the workplace is free of negative consequence when
an individual attempts to take a risk (Edmondson & Lei, 2014). The phenomenon of
psychological safety is closely linked to an individual’s ability to engage in their
environment and work collaboratively (Edmondson & Lei, 2014). This engagement leads
to individuals who seek to learn and exchange ideas with their team; psychological safety
and caring facilitate exchanges that are authentic and result in relationship building,
dialogue and a trusting work environment (Edmondson & Lei, 2014; Turkel, 2014).
Respondents 2 and 8 both refer to the importance of safety in the virtual
workplace. Respondent 8 stated,
Once everybody is comfortable with each other, once everybody feels like they
can say whatever they want—to an extent, obviously—when it comes to their
emotions, as well as their work, they’re going to feel more comfortable to be able
to work together and have positive results.
Respondent 2 stated,
I think that is safety and comfort and trust are critical components of getting
people to trust you and to follow you. If you can kind satisfy the need for safety or
the circle of safety, if you will [have] a circle of trust.

89

Respondent 2 stated that the formation of safety closely correlates with the
development of trust. Respondent 3 illustrated examples of leading with safety and caring
that “showed the team that [leadership] is there for them and Respondent 4 stated that
“the leadership is concerned about them.” Respondent 8 stated, “Whether [the thought
process] being shared is something personal or work [related], safety allows them to be
vulnerable.”
Understanding Core Needs and Motivation
Understanding core needs and motivation was the second highest theme
frequency identified, with 18.1% of the allover frequency, and the frequency was
identified by 75% of the respondents. A majority of the respondents expressed the
importance of “observing first and then interacting” (Respondent 7). Respondent 3
asserted that leaders must “understand what motivates them because everyone has
different needs.”
Understanding core needs and motivations aligns with Maslow’s (1943) hierarchy
of needs. Maslow asserted that all human beings are driven to fulfill five needs
(psychological human needs, physiological, safety, love and belonging, esteem, and selfactualization), and the desire to fulfill that need influences behavior (McLeod, 2007).
Every employee has the desire and are capable of engagement, however each
employee has different deficiencies within the need hierarchy and the leader must assess
the deficiency and provide tools and support to guide the employee along toward selfactualization (McLeod, 2007). Respondent 8 stated this support must be individuated:
“You can’t cookie cutter this for one individual or for one for one group right it’s got to
be on an individual basis, like meaningful work is different for everybody.”
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Investing Time and Creating Connections
Investing time and creating connections comprised 14% of the overall response
frequency and 87.5% of respondents spoke to the importance of investing time into
employees to facilitate engagement. According to Respondent 6, investing consistent
time with employees will “make a big difference and the employee starts to connect.”
Respondent 6 stated, “Commonalities are identified,” and Respondent 7 stated, “These
commonalties can lead to a greater interaction amongst the team.” Investing time that
creates interpersonal connections relates to the relational cohesion theory. Relational
cohesion maintains that positive and consistent exchanges between the leader and the
team results in a sustainable commitment in that relationship (Lawler & Yoon, 1996).
Cohesion builds trust, and that trust will result in teams having a willingness to follow
leadership (Chinomona & Cheng, 2013; Lawler & Yoon, 1996).
Ensuring Alignment in Meaning and Ethics
Ensuring alignment in meaning and ethics also had an overall frequency of 14%.
A total of 62.5% of respondents expressed the desire for alignment between the
organization and the employee. As Respondent 2 articulated, “People don’t buy what you
do, they buy why you do it.” Respondent 7 echoed the same sentiments: “The goal of the
[organization] has to align [and] not conflict with the employee’s morality.”
Ethical alignment between the employee and the leader facilitates a dependable,
reliable connection (Newman et al., 2014). What the work does to impact the world
matters, according to Respondent 1, and along with impact, Respondent 2 added,
There needs to be meaningfulness in the work and [the employee] will connect to
the work and understand [the work]. If you create meaning, I mean, by creating
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meaning, you’re kind of tailoring and adjusting your coaching style [and] your
leadership style to the individual.
Respondent 6 noted, “We just want [to] make sure everyone understands [the common
goal] and the importance of what we do. If you don’t, [we can’t] do our job correctly.”
Promoting a Collaborative Environment
Promoting a collaborative environment accounted for 13.40% of the overall
frequency, and 62.5% of respondents spoke to the value of promoting a collaborative
work environment to build a highly engaged team. Collaboration from employees builds
cohesion and elevates the team’s collective intelligence (Baan et al., 2011). Looking to
successfully execute goals and initiatives requires collaboration and trust among teams,
particularly remote workers. Respondent 1 stated, “It’s in the [organization’s] best
interest to work collectively.”
Respondent 2 explained, “Leaders of remote teams must make sure everyone’s
collaborating and aligned with the collected work and objectives.” According to
Respondent 7, the environment of collaboration has created a culture where “we have an
office team [that] fit[s] together, because we all work collectively.”
Setting Clearly Articulated Goals
Setting clearly articulated goals accounted for 11.40% of the overall frequency,
and it was identified by 62.6% of respondents. Each of these five respondents articulated
the importance that integrated team and individual goals support the overall success of
the organization. When a leader builds engagement in the employee the drive to improve
performance is triggered and that drive is a benefit for the organization. Respondent 1
noted the importance of each member of the team having an individual goal, and
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Respondent 7 described the importance of making goal setting a priority: “I want to know
what your personal goals are first. Because I want you to achieve that. So, no matter what
we do here, if we’re not achieving that, [the employees] don’t [have] work–life balance.”
Clearly articulated goals go beyond the act of setting the goals. Leaders of remote
teams need to have a vested interest in the goals of the employees. Respondent 4 shared,
[Leaders] try to provide them the guidance. [Employees] need to [know] what
direction they are seeking [and how] can I support you. [How can I support] their
experiences within this role? Can expand your base and guide them a little bit
different more specific to the role that are required or valued.
Having Authentic Open Communication
Having authentic open communication accounted for 6.37% of the overall
frequency and was identified by 62.5% of respondents. As noted in Chapter II,
communication is a foundation for building trust. Communication is a motivator for
employee participation, collaboration, and understanding (Ndevu, 2019). There is also a
direct correlation between authenticity at work and a significant variance of different
well-being and work-related outcomes (Li, 2017). Having authenticity in communication
starts with “asking [the employee] how they are doing, asking those questions but also
sharing and being vulnerable” (Respondent 2). Respondent 3 echoed this philosophy of
authentic communication: “When [the employee and I] start [a] conversation, it’s not
about numbers. It’s not about opportunities. It’s not about what kind of people they talk
to that week. It’s about them.” Artifacts to support these themes included email
communication between the leader and the remote team members, shared best practices
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between the leader and the remote team, employee development plans, and vision and
mission communication between the leader and remote team.
Research Question 2
Research Question 2 was as follows: How do exemplary leaders of remote teams
at Fortune Global 500 companies lead from the heart to accomplish extraordinary results
by connecting on a personal level? The aim of Research Question 2 was to describe and
identify how leaders of remote teams connect on a personal level to accomplish
extraordinary results. For the purposes of the study, connecting on a personal level is
defined as is seeing and acting on behalf of others and authentically communicating with
the intention of adding value driven by humility, concern, and love (Brown et al., 2015;
Crowley, 2011; Hayward, 2015; Maxwell, 2010). Three interview questions were crafted
to provide deeper insight connecting on a personal level in the remote setting. Each
leader of remote teams was asked each of the three corresponding interview questions
that align with the research question. The data were grouped into seven major themes
analyzed from 175 frequencies and seven artifacts.
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Figure 4.
Frequency of Codes for Connecting on a Personal Level
Showing concern
outside
job responsiblities
7%

Actively listening
4%

Displaying openness,
honesty and
authenticity
29%

Faciliating consistant
interactions
8%
Creating a
collaborative
and confident
environment
12%

Leading and
displaying
compassion
23%

Ensuring
accountability
and displaying
vunerablity
17%

At the conclusion of inputting the data and examining supporting documents, the
highest frequency that contributed to the cultivation of connecting on a personal level
was in displaying openness, honesty, and authenticity. The response for displaying
openness, honesty, and authenticity had a frequency of 51, or 29.14% of the total coded
data. The second highest frequency was leading with compassion, which had a frequency
of 41, or 23.42% of the total coded data. Taking accountability and exposing
vulnerability had a frequency count of 29, or 17% of the overall data. The fourth highest
frequency for connecting on a personal level was creating a collaborative and confident
environment, with a frequency count of 21. Facilitating consistent interacts and showing
concern outside of job responsibilities both had a frequency count of 13 and accounted
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for 7.42% of the overall data. Lastly, actively listening had a frequency count of 7 and
accounted for 4.0% of overall data; this was an important frequency to note.
Table 3.
Themes Related to the Way Exemplary Leaders Lead by Connecting on a Personal Level
Respondents Artifacts Interview Artifact
Total Frequency
Theme
coded
coded frequency frequency frequency
%
Displaying
8
1
50
1
51
29.14
openness, honesty,
and authenticity
Leading and
8
1
40
1
41
23.42
displaying
compassion
Ensuring
6
1
28
1
29
17.00
accountability and
displaying
vulnerability
Creating a
7
1
20
1
21
12.00
collaborative and
confident
environment
Facilitating
6
1
12
1
13
7.42
consistent
interactions
Showing concern
5
1
12
1
13
7.42
outside job
responsibilities
Actively listening
3
1
6
1
7
4.00
Note. Total frequency = 175.
Three interview questions were asked to each respondent on how leaders of
remote teams build engagement with teams. The goal of the interview questions was to
gain a deeper understanding of how leaders of remote teams facilitate a virtual
environment and culture that connect with teams in a meaningful way.
Displaying Openness, Honesty, and Authenticity
Displaying openness, honesty, and authenticity had a total frequency count of 51,
with an overall frequency of 29.14%, and was identified by 100% of the respondents.
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Each leader of remote teams expressed the importance of displaying openness, honesty,
and authenticity from their perspective. Respondent 1 stated, “[I] let people in, and that is
where my authenticity comes from. I am an open book. People know me [and] they know
my family. They know the struggles that I go through.”
Authentic leadership was clarified in Chapter II as a leader who places heavy
value on transparency. Respondent 2 articulated the point further, noting that when the
leader is “able to build that open and honest communication, [the leader is] also building
a relationship.”
Two of the four core elements of authenticity are relational authenticity and
authentic behavior/action. Authenticity is measured from remote leaders’ personality, and
remote leaders’ behaviors and actions must be perceived by others as honest and loyal
(Avolio & Gardner, 2005). Respondent 5 stated, “I always said to myself, even if I made
it to ranks of a senior executive [I] always still wanted to have my personality. I didn’t
want to get the job and then lose myself.” Respondent 8 stated, “If I don’t say what I
want to say, then I’m not being authentic.”
Leading With Compassion
Leading with compassion had a total frequency count of 41, with an overall
frequency of 23.42% and was identified by 100% of the respondents. Compassion is
displayed by leaders who express empathy and concern for others (Friedman, 2017). The
five components to the act of compassion are recognizing suffering in others,
understanding the common humanity of this suffering, feeling emotionally connected
with the person who is suffering, tolerating difficult feelings that may arise, and acting or
being motivated to help the person (Friedman, 2017). Respondent 3 stated, “Coming
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from a place of humility and concern and caring about other people is a choice,” and
Respondent 2 said, “Always having the individual’s interest at the forefront helps [the
employee] realize that I am there to help them grow and develop.”
Leaders of remote teams expressed similar lived experiences with compassion
around a crisis event. Respondent 5 shared, “I had one guy that caught COVID and he
wasn’t doing too well at first and soon as I found out I started calling them every other
day in the hospital every other day.”
Respondent 3 shared,
One of my [employees] was going through a divorce. Another [employee] that
goes into that office called me one day and was like, ‘Hey, there’s like a blow-up
mattress in here and clothes and stuff. I know that [a] rep is going through a
divorce and having a really hard time at the same time, which is concerning to me
because I think basic needs, right? Everybody needs a home, a space to feel warm
and comfortable, and if you don’t have that, that affects everything in your life.
But there’s also this responsibility that I have to the company to make sure that
it’s a workplace. So, I called the rep, and I asked him how everything was going,
how he was doing. It’s extra important to me that I come off sounding like I’m
coming from a place of concern. [I explained] I was just curious, is everything
okay with you? Is there anything that I can do to help from a standpoint of, like,
finding a place?
Respondent 5 stated the leader is “just here to make sure you get cared for.”
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Taking Accountability and Exposing Vulnerability
Taking accountability and exposing vulnerability had a total frequency count of
29, with an overall frequency of 17%, and was identified by 75% of the respondents.
According to the theoretical framework of the study, a focus on employees is important;
however, exemplary leaders can also navigate employees through their organization’s
agendas, address expectations, increase accountability, and identify goals (Crowley,
2011; Therwanger, 2017). Exemplary leaders have the ability to balance their employee
focus with ensuring employee personal accountability to meet the business needs and
helping others improve their effectiveness (Dominguez & Sotherlund, 2010). An
expression of vulnerability can be seen as an expression of sincerity. Sincerity is an
individual’s outward expression of feelings and thoughts that are consistently aligned
with the reality of the individual’s perception of self (Avolio & Gardner, 2005).
According to Respondent 1, accountability and vulnerability are required from both the
leader and the team: “When you make a mistake, you admit the mistake and you own it.
I’m being human [and] we, I, make mistakes.”
Respondent 2 stated, “Being vulnerable and saying I don’t know everything,
[goes] a long way.” The opportunity for accountability and vulnerability occurs during
the exchange of performance feedback. Respondent 8 said,
Struggles [can arise] when it comes to giving and receiving feedback. If you’re
not good at taking feedback, you’ll get used to it. We’ll get you comfortable with
[taking feedback]. [Conversely], even though it’s an uncomfortable situation to
give feedback [the employee is] going to get used to it.
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Creating a Collaborative and Confident Working Environment
Creating a collaborative and confident working environment had a total frequency
count of 21, with an overall frequency of 12%, and was identified by 87.5% of the
respondents. Remote leaders facilitate an environment of collaboration within a team by
creating channels of communication and engagement among the team that motivate them
to work together and share knowledge (Baan et al., 2011). This collaboration ultimately
achieves a common goal. The formation of a confident working environment empowers
teams to see the larger picture. The team understands the work’s value beyond individual
contributions and having faith in the organization on final development outcomes (Baan
et al., 2011). Respondent 2 described this as “giving the team the confidence to contribute
to the team and add value.”
According to Respondent 4, remote leaders should be “able to know that if [an
employee] provides a [valuable] suggestion to really consider it. If I need to make
change, then I need to be open to that change.” Respondent 5 explained, “I’ll give you
my opinion and my feedback, but [the team] essentially are kind of running the program.
I’m just making sure you got what you need to do it.”
Facilitating Consistent Interaction
Facilitating consistent interaction had a total frequency count of 13, with an
overall frequency of 7.42%, and was identified by 75% of the respondents. Interaction
between the remote leader and the employee cultivates the perception that the employee
is receiving organizational support (Vermeulen & Scheepers, 2020). Employees have an
expectation of their organization and how it responds to their emotional and social needs
(Vermeulen & Scheepers, 2020). As the direct contact for the organization, the leader of
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remote teams is the face of that expectation. Employee perception of the leader of remote
teams translates to the level of recognition given to the employee and is seen as a
measure of the employee’s values and appreciation (Vermeulen & Scheepers, 2020). The
act of facilitating consistent interaction is the act of having a regular exchange, or the act
of touching base with the employee, which is consistent with what Respondent 7
described as “a daily check, a daily exercise. Just like [a person] gets up and exercise
[every day], and you gotta check in with your employees, every day.” Respondent 2
replied, “At the end of the day, my goal as a leader and as a manager is to be consistent.”
Respondent 3 said, “At the end of the day, [my] goal [as] a leader is to be consistent.”
Respondents noted the act of having consistent interactions needs to come from
both a professional and a personal lens. Respondent 6 stated, “[I like] to have that
professional dialogue, just talk about how [the employee] is impacting the work and
makes the difference.” For Respondent 5, the COVID-19 pandemic expanded the need
for interaction:
I know I personally [had] a couple of friends that have passed [away from
COVID-19] and [COVID-19] is still very, it’s very much a concern. [Showing]
you support them and, likewise, they support you, [the employee] feels free to
worry about this work that [they have].
Respondent 7 concluded that consistent interaction involves “checking in with
[employees] every day, multiple times a day. [It’s] not to tell them what to do, but to see
where they need help to get their job done.”
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Showing Concern Outside of Job Responsibilities
Showing concern outside of job responsibilities also had a total frequency count
of 13, with an overall frequency of 7.42%, and was identified by 62.5% of the
respondents. Chapter II included an explanation of the act of connection as the leader
taking the time to address employees’ concern. Showing concern translates to a concern
for the employee’s welfare (Allman, 2007). Leaders of remote teams should express an
authentic concern for the welfare of others (Caldwell, 2012). Respondent 1 stated,
“Employees will come to me, on a personal level outside of the business, to just seek an
ear.”
Respondent 7 revealed,
I tell my team members if you need a day off, just text me. I don’t need to know
what it [is] for. You can tell me, I mean I don’t care, you’re out of office. Your
child [is] sick boom, we got you, hundred percent.
Similarly, Respondent 5 said, “I try to make sure that folks realize, and I say it a lot, that
family comes first. You know where you work, [however] they also have some other
responsibilities at home, because I have [responsibilities at home].” Respondent 8
expressed the value of concern,
Every time somebody [tells] me something about their life that I found different,
important to them, and interesting, I would note that and I would bring it up next
time I talk to them. I think that really helps build that relationship amongst people.
Actively Listening
Actively listening had a total frequency count of 7, with an overall frequency of
4%, and was identified by 37.5% of the respondents. Actively listening allows
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individuals to observe the internal belief systems of others. It is a tool for obtaining
clarity in a viewpoint to see the bigger picture (Baan et al., 2011). Respondent 1 asserted
that leaders of remote teams “have to be an active listener[s], and an active participant”.
Respondent 3 suggested, “When you’re being a listener, people just share.” The exchange
of listening and sharing can be what Respondent 6 expressed as a “dialogue about how
they are impacting the work and how our job makes the difference.” Artifacts included
email communication, interviews, evidence of supporting employees in crisis, email
flyers communicating special employee events, and book displays to support the remote
leaders’ leadership philosophy.
Research Question 3
Research Question 3: How do exemplary leaders of remote teams at Fortune
Global 500 companies lead from the heart to accomplish extraordinary results by
maximizing employee potential? The aim of Research Question 3 was to identify and
describe how leaders of remote teams maximize employee potential to accomplish
extraordinary results. For the purposes of the study, maximizing employee potential is
defined as igniting emotional drivers by promoting human well-being while proactively
strengthening, teaching, and building people toward high achievement (Burnett & Lisk,
2019; Crowley, 2011). Three interview questions were crafted to provide deeper insight
into maximizing employee potential in the remote setting. Each leader of remote teams
was asked each of the three corresponding interview questions that aligned with Research
Question 2. The data were grouped into seven major themes as analyzed from 175
frequencies and seven artifacts.
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Figure 5.
Frequency of Codes for Maximizing Employee Potential
Cultivating
relationships
beyond the work
9%

Capializing on
diversity
6%

Recognizing talent,
potential and growth
24%

Promoting an
environment
of clarity and
awareness
11%
Displaying caring and
authenticity
14%
Promoting health and
well-being
20%

Capitalizing on
motivation
and building
confidence
16%

At the conclusion of inputting the data and examining supporting documents, the
highest frequency that contributed to maximizing employee potential was recognition
employee talents, potential and growth. The total frequency of recognizing talent,
potential and growth was 42, which contributed to 24.10% of the total coded data. The
second highest frequency was promoting health and well-being within teams, which had
a frequency of 35 and represented 20.10% of the total frequency. Capitalizing on
motivation and building confidence resulted in a total frequency of 28, which represented
16% of the total frequency count. Displaying caring and authenticity had a total
frequency of 24 and represented 14% of the overall frequency count. Promoting an
environment of clarity and awareness totaled a total frequency count of 19 and
represented 10.80% of the total frequency count. Cultivating relationships beyond the
work had a total frequency count of 16 and represented 9.10% of the total frequency
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count. The last theme identified for maximizing employee potential was capitalizing on
diversity, which had a total frequency count of 1 and represented 6.20% of the total
frequency count.
Table 4.
Themes Related to the Way Exemplary Leaders Lead by Maximizing Employee Potential
Interviews Artifacts Interview Artifact
Total Frequency
Theme
coded
coded frequency frequency frequency
%
Recognizing talent,
7
1
41
1
42
24.10
potential and growth
Promoting health and
6
1
34
1
35
20.10
well-being
Capitalizing on
7
1
27
1
28
16.00
motivation and
building confidence
Displaying caring and
7
1
23
1
24
14.00
authenticity
Promoting an
5
1
18
1
19
10.80
environment of
clarity and awareness
Cultivating
5
1
15
1
16
9.10
relationships beyond
the work
Capitalizing on
4
1
10
1
11
6.20
diversity
Note. Total frequency count = 175.
Three interview questions were asked to each respondent on how leaders of
remote teams build engagement with teams. The goal of the interview questions was to
gain a deeper understanding of how leaders of remote teams facilitate a virtual
environment and culture that maximize employee potential.
Recognizing Talent, Potential and Growth
Recognizing talent, potential and growth had a total frequency count of 42, with
an overall frequency of 24.10%, and was identified by 87.5% of the respondents. The
respondents all agreed that focusing on strengths was important. Respondent 8 stated, “I
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tailor everything that I do to that individual. I really look at what their strengths are what
their weaknesses are, and I really helped them strengthen their strengths and identify and
be self-aware of their weaknesses.” Respondent 1 said, “If you can help somebody
understand what their core strengths are and get them concentrated on that; that’s going
to drive their success, then they see the results.”
In Chapter II, the theory of servant leadership was introduced as a theory that
purports that a primary function of a leader is to serve its stakeholders, and one of the
tenets of that service is putting value in and developing their people. Respondent 1
explained, “I have to help them see their potential and what they need to do so to
succeed.” Similarly, Respondent 2 stated, “Leveraging strengths is a big one. Helping
[employees] build on their development opportunities or build upon their strengths [will]
continue to sharpen their skills and the tools in their toolkit.”
Respondent 3 and Respondent 8 expressed the value of addressing employee
opportunities or weaknesses. Respondent 3 stated, “We spent a lot of time talking. Where
are your weaknesses and where can we compensate? It’s about what are your strengths
and how can we leverage that?” In addition, Respondent 8 shared,
I think the biggest thing for people [is] they hate to critique themselves because it
kind of opens up this weird [attitude of] I’m not good enough or I don’t feel
worthy of what I’m doing. When you normalize not being able to do something, I
think that’s when you really get a positive result. You actually start to really
identify [opportunities].
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Promoting Health and Well-being
Promoting health and well-being had a total frequency count of 35, with an
overall frequency of 20.10%, and was identified by 75% of the respondents. Respondents
spoke about company-sponsored health and wellness programs and described
individualized efforts to communicate to employees that they supported their well-being
and health. Respondent 2 stated, “Well-being and overall health of the individual
ultimately [becomes] the health of the company right.”
Healthy employees and healthy organizations are synonymous (Schultz et al.,
2015). According to Respondent 2, “If [employees are] happy, our customers are happy
and that’s the biggest, that’s one of the biggest wins.” Employee well-being has a direct
correlation to productivity, customer satisfaction, decreased absenteeism, decreased
turnover, and decreased health care costs (Schultz et al., 2015).
Capitalizing on Motivation and Building Confidence
Capitalizing on motivation and building confidence had a total frequency count of
28, with an overall frequency of 16%, and was identified by 87.5% of the respondents.
Respondent 2 shared, “So [an] environment that motivate staff members is the
environment where we have clear and set objectives and responsibilities as the team, but
also individually.” Respondent 6 stated, “I keep them motivated [by] showing how the
work really impacts what we do, and again to show that they make a difference of what
we do.” Respondent 2 explained that they share with employees “what they’re doing
[and] where they’re adding value. [How] they’re contributing and driving results.” An
inspirational and motivating remote leader of teams displays confidence in the team
(Boies et al., 2015). Respondent 1 shared that instilling confidence in a team allows its
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members to “keep working, building, talking, pushing, and, you know, and if you work
hard, the results will come. There’s just no question about it.”
Displaying Caring and Authenticity
Displaying caring and authenticity showed a total frequency count of 24, with an
overall frequency of 14%, and was identified by 87.5% of the respondents. Respondent 1
explained, “Actually caring, it’s something you can’t fake your way through.”
Authenticity is a component of transformational work (Griffiths, 2009). Caring is
reflected in words and nonverbal communications between leader of remote teams and
their subordinates (Griffiths, 2009). According to Respondent 2, caring is centered on
“recognizing the fact that everybody’s human and there’s going to be mistakes.”
Respondent 7 stated, “You have to observe [employees]. I know when my team members
are happy. I know when they’re concerned. I know their mood right when they walk in,
and ask them what’s up right off the bat. It behooves everyone.”
Displaying caring and authenticity can occur during times of trouble or crisis.
Respondent 8 experienced an employee in stress and shared,
I said, “Hey, what’s going on? Do you want to talk about it? I’m here to listen.
There’s not much I can do, but I can at least listen and be a sounding board to
give you advice if you want that.”
Respondent 3 also experienced an employee crisis:
I had a rep who shared that his son was having suicidal thoughts after the COVID
pandemic and months of being in lockdown. And [I told them], “That is so hard,
and I totally feel for you. I can’t really do much there, if you need extra time, go
spend it with your family.”
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Promoting an Environment of Clarity and Awareness
Promoting an environment of clarity and awareness had a total frequency count of
19, with an overall frequency of 10.80%, and was identified by 62.5% of the respondents.
Awareness allows individuals to move in alignment with their potential (Griffiths, 2009).
Additionally, the team’s collective awareness allows for the collective understanding of
any organizational challenges (Griffiths, 2009). Respondent 1 stated, “When you have
your different personalities, [and] different strengths, everybody on my team is different.
So, for me it’s helping them understand.”
Respondent 4 shared the areas of clarity and awareness include the following:
Establishing and understanding one another and what [and] where is it that they
want to go. What do they want to be? Where do you see yourself 2, 3, 4, or 5
years from now? How does that align with the organization? How does that align
with your role? And how does that kind of benefit us all?
Cultivating Relationships Beyond the Work
Cultivating relationships beyond the work had a total frequency count of 16, with
an overall frequency of 9.10%, and was identified by 62.5% of the respondents. The
development of relationships creates impact and inspires extraordinary results (Griffiths,
2009). Respondent 3 referred to the culture as a “tiny community,” and defined the
community as “people that want to hang out with [each other], people that can [be] relied
on.” Respondent 3 shared that teams should engage with one another in the same way
individuals would: “Call neighbors and you’re like, ‘Hey, can you just watch my house
while I’m out of town?’ And your neighbor [is] like, ‘Yeah, cool,’ because we’re all a
part of this. We’re all in it together.” According to Respondent 8, establishing
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relationships can result in “people feeling comfortable sharing. There needs to be a level
of comfortability amongst the group.”
Capitalizing on Diversity
Capitalizing on diversity had a total frequency count of 11, with an overall
frequency of 6.20%, and was identified by 62.5% of the respondents. Capitalizing on
diversity heavily depends on whether leaders of remote teams see value in the pursuit of
diversity, regardless of company practice (Dominguez & Sotherlund, 2010). Respondent
1 explained, “When you have different personalities, [you have] different strengths [and]
everybody on my team is different.” Respondent 5 stated, “I have to be the referee. [I
have to] show diversity and inclusiveness.” Artifacts included email communication,
interviews, company resources websites, email flyers communicating special employee
events, and book displays to support the remote leaders’ leadership philosophy.
Research Question 4
Research Question 4 was as follows: How do exemplary leaders of remote teams
at Fortune Global 500 companies lead from the heart to accomplish extraordinary results
by valuing and honoring achievements? The aim of Research Question 4 was to identify
and describe how leaders of remote teams value and honor achievements to accomplish
extraordinary results. For the purposes of the study, valuing and honoring achievements
was defined as praising, acknowledging, recognizing, and appreciating positive
accomplishments as an expression of care through monetary or nonmonetary rewards,
which may lead to increased job satisfaction (Dugas & Brun, 2008; Crowley, 2011;
Posamentier, 2008; Tessema et al., 2013). Three interview questions were crafted to
provide deeper insight into valuing and honoring achievements in the remote setting.
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Each leader of remote teams was asked each of the three corresponding interview
questions that align with the research question. The data were grouped into six major
themes analyzed from 152 frequencies and five artifacts.
Figure 6.
Frequency of Codes for Valuing and Honoring Achievements
Extending
acknowledgement
to executive level
7%
Providing
meaningful,
kindhearted,
authenticity and
transparent
acknowledgement
27%

Being consistent and
specific with
recognition
9%

Providing tangible or
monetary award
16%
Verbally
acknowledging
achievement to
individual
or team
25%

Customizing
recognition
to align with core
need
16%

At the conclusion of inputting the data and examining supporting documents, the
highest frequency that contributed to valuing and honoring achievements was providing
meaningful, kindhearted, authentic, and transparent acknowledgment. The response for
providing meaningful, kindhearted, authentic, and transparent acknowledgment had a
total frequency of 41, which contributed to 26.97% of the total coded data. The second
highest frequency was verbally acknowledging achievement to individual or team, which
had a total frequency of 38 and was 25% of the overall frequency count. Customizing
recognition to align with core need had the third highest frequency, with a frequency
count of 25 that accounted for 16% of the overall frequency. Providing tangible or
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monetary award had a total frequency count of 24, which translated to 15.7% of the
overall frequency. Being consistent and specific with recognition and extending
acknowledgment to the executive levels accounted for 13 and 11 total frequency counts,
respectively. Being consistent and specific with recognition represented 8.50% of the
total frequency count and extending acknowledgment to the executive levels represented
7.30% of the total frequency count.
Table 5.
Themes Related to the Way Exemplary Leaders Lead by Valuing and Honoring
Achievements
Interviews Artifacts Interview Artifact
Total Frequency
Theme
coded
coded frequency frequency frequency
%
Providing meaningful,
7
1
40
1
41
26.97
kindhearted,
authentic, and
transparent
acknowledgment
Verbally
8
1
37
1
38
25.00
acknowledging
achievement to
individual or team
Customizing
6
1
24
1
25
16.00
recognition to align
with core need
Providing tangible or
4
1
23
1
24
16.00
monetary award
Being consistent and
4
1
12
1
13
8.50
specific with
recognition
Extending
5
1
10
1
11
7.30
acknowledgment to
executive level
Note. Total frequency = 152.
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Providing Meaningful, Kindhearted, Authentic, and Transparent Acknowledgment
Providing meaningful, kindhearted, authentic, and transparent acknowledgment
had a total frequency of 41 that represented 26.97% of the overall frequency and was
identified by 87.5% of the respondents. As discussed in Chapter II, transformational
leadership focuses on authenticity, and authenticity is measured by leadership behaviors
such as caring and meaningful recognition (Turkel, 2014). The majority of respondents
(87.5%) expressed that valuing and honoring achievements in a remote setting needs to
be shared in a heartfelt manner. According to Respondent 4 and Respondent 7, it can be
as simple as a sincere thank you. Respondent 7 stated, “It’s every day, and you have to
[do it], you know. It’s not a rah rah rah, but a simple thank you every day.”
Respondent 8 replied, “At the end of the day, you don’t feel that value if you
don’t feel positive.” Recognition that is meaningful can result in psychological
empowerment for the employee (Mittal, 2020). Respondent 3 explained the recognition
needs to be specific and meaningful:
It’s about saying you’re proud of them because, right, because if you just say a
general, like, “I’m proud of you,” that could mean like a gazillion things in
someone’s world. But if you actually specify what they’ve done and why you’re
proud of them, it really hones in on the behavior.
Respondent 2 stated,
I think there are some managers who don’t acknowledge or who don’t recognize
some of that stuff, and it’s just “Hey you’re doing your job,” but I think the more
managers or leaders can communicate effectively communicate and acknowledge
their accomplishments but also know the day-to-day tasks that they’re doing and
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how much value it’s bringing the organization is key to inspiring that individual
and valuing.
Verbally Acknowledging Achievement to Individual or Team
Verbally acknowledging achievement to individual or team had a total frequency
of 38 that represented 25% of the overall frequency and was identified by 100% of the
respondents. All eight respondents agreed that valuing and honoring achievements needs
to be communicated to the team as well as to the individual. Respondent 3 noted the
importance of recognizing the ‘win–win’:
Oftentimes I do what we call a win–win. So, it’s something that I send out to our
greater team and to my boss, who is like their boss’s boss. Right. I always copied
her on the chains whenever I send that out. So, either they won a large deal, they
had a best practice that is working really well, and I want to share it out.
When acknowledging a contribution to the team, Respondent 6 celebrates best practices:
“If someone discovers a best practice, like if someone has a good email, we’re going to
use an email template. We add that email and that template, so it’s like, ‘Hey, that’s
great. Let’s share what you know.’”
Customizing Recognition to Align With Core Need
Customizing recognition to align with core need had a total frequency of 25 that
represented 16% of the overall frequency and was identified by 75% of the respondents.
As noted in Chapter II, leaders should make efforts to support their employees toward
higher goals with alignment of their core needs (Choi, 2006). Respondent 7 stated,

114

Reviewing number[s] is great, and some people love it, like, “Oh, we did x
amount of dollars this month. We did [x amount] next month”, [and] they see the
growth, right, but then you have to make it relatable to the individual.
Effective recognition results in confidence building for employees (Choi, 2006).
Respondent 2 noted, “Each individual likes to be recognized and rewarded differently.
You can’t just use a one-size-fits-all.” Respondent 4 stated, “You have to listen in order
to find out what [recognition] they’re seeking.”
Providing Tangible or Monetary Award
Providing tangible or monetary award had a total frequency of 24 that represented
15.7% of the overall frequency. Four of the eight respondents shared an organizationally
sponsored reward program available to employees. For Respondent 5, monetary awards
are seen as an added level of recognition: “Awards time reminds [employees], hey, this is
another thing that might be added to the stack of things that they’ve done that are worthy
of an award a cash award.”
Respondent 4 strongly preferred monetary awards: “Sometimes people always
seek monetary I think monetary, maybe, [is] like a number one hit.” Respondent 1 stated,
“The number one thing that people value in their jobs, even salespeople is recognition,
and so, while we recognize, you know they’re recognized handsomely in their wallet.”
Reward allocation has a correlation to the employee perception of job security (Noble,
2008). Employees who value monetary recognition want their merits to drive their reward
compensation (Noble, 2008).
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Being Consistent and Specific With Recognition
Being consistent and specific with recognition had a total frequency of 13 that
represented 8.50% of the overall frequency and was identified by 50% of the
respondents. As stated in Chapter II, the relational cohesion theory asserts that the
consistent positive exchanges between individuals of the same group or team lead to a
sustainable commitment in that relationship (Lawler & Yoon, 1996). Furthermore,
Crowley (2011) noted praise should be ritualized and be consistent with the team culture.
Respondent 5 shared, “I have [an] awards budget every year. I always tell our managers
[to spend] that entire budget. We get so much money per person.” Respondent 7 noted
recognition is shown consistently: “Every month we go out to a nice dinner as a team.”
Examples of recognition that respondents used were weekly and quarterly calls, where
people’s achievements are called out, or recognizing employees’ personal achievements
in the team when they obtained a college degree or credential, for example. Respondents
were recognized with certificates, team lunches, and gift cards.
Extending Acknowledgment to the Executive Level
Extending acknowledgment to the executive level had a total frequency of 11 that
reflected 7.30% of the overall frequency and was identified by 62.5% of the respondents.
On the value of recognizing employees to executive leadership, Respondent 3 stated,
We got to recognize them, too. And we send it out to our greater region and copy
the greater leadership there, so that if that person wants [a] promotion, or for the
momentum in the company, those leaders are recognizing the names and
hopefully it comes back to them later.
Respondent 5 also shared the practice of higher recognition:
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So, it lets them know hey this person did something special, so like say somebody
in a different program did something for me—they stopped what they were doing
and handled something in the midst of, you know, being real busy or whatever—I
can I can send a kudos through our website and the boss will get it in their box.
Artifacts included email communication, interviews, company on-boarding
communication, and company websites.
Summary
Each of the four research questions for the study sought to investigate Crowley’s
four principles building a highly engaged team, connecting on a personal level,
maximizing employee potential, and valuing and honoring achievements and its effects
for leaders of remote teams who lead to accomplish extraordinary results. Chapter IV
presented the complete list of themes established by the respondents. In total, 651
frequencies were identified from the four research questions. The frequencies were
categorized into a total of 27 themes. Each major theme was presented and summarized.
Appendix J contains all 27 themes in descending order as a percentage of the total
frequency. The eight interviews conducted for this study were transcribed, and the
interview transcripts and collected artifacts were then coded. Of the 27 themes, the
themes with a frequency greater than 20% are presented for further examination as major
findings. The marker of 20% was established by the thematic team of peer researchers.
Table 6 presents a summary of the major findings, which are discussed in detail in
Chapter V.
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Table 6.
Summary of Key Findings

Key finding
Creating
environment of
safety and caring
Displaying
openness,
honesty, and
authenticity
Leading and
displaying
compassion
Recognizing talent,
potential and
growth
Promoting health
and well-being
Providing
meaningful,
kindhearted,
authentic, and
transparent
acknowledgment
Verbally
acknowledging
achievement to
individual or team

Respondents Artifacts Interview Artifact
Total Frequency
coded
coded frequency frequency frequency
%
Principle 1: Building highly engaged teams
6
1
32
1
33
22.15

Principle 2: Connecting on a personal level
8
1
50
1

8

1

40

1

Principle 3: Maximizing employee potential
7
1
41
1

6

1

34

1

Principle 4: Valuing and honoring achievements
7
1
40
1

8

1

37

1

51

29.14

41

23.42

42

24.10

35

20.10

41

26.97

38

25.00

In summary, Chapter IV provided an overview of the purpose of the study, the
research questions, the study methodology, the data collection process, the study
population, and the sample. Chapter IV also contained the presentation of the data
collected through semistructured, open-ended interview questions, in addition to any
corresponding artifacts provided by the respondents. The data instrumentation included
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12 interview questions crafted by the thematic peer research team, and those interview
questions were supported by respondents who met the criteria of being exemplary leaders
of remote teams at Fortune Global 500 companies who lead from the heart using
Crowley’s four principles (building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements) to
accomplish extraordinary results in their organizations.
In addition, Chapter IV presented the subsequent findings from the data as they
relate to the research questions. Chapter IV revealed the established themes found in all
four research questions. The researcher narrowed the 27 themes presented to seven
significant key findings based on the theme representing more than 20% of the frequency
per research question or exceeding 5% of the total frequency. Chapter V provides a
summary of the major findings in the study, conclusions, implications for action, and
recommendations for further research.
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CHAPTER V: FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS
Overview
This phenomenological study has described how exemplary leaders of remote
teams at Fortune Global 500 companies lead from the heart using Mark Crowley’s four
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential, and valuing and honoring achievements) to accomplish extraordinary
results in their organizations. The study consisted of four research questions that aligned
with Crowley’s (2011) four principles of leading from the heart. Chapter IV presented the
data obtained from conducting and analyzing the responses to semistructured open-ended
interviews. Eight exemplary leaders of remote teams were identified as meeting the
criteria of leading with Crowley’s heart-led principles. Chapter V presents a review of the
purpose of the study, the research questions, the analysis of the seven key findings, the
unexpected findings, the conclusions from the study, the implications for action, the
recommendations for future research, and the concluding remarks with reflections from
the researcher.
Purpose Statement
The purpose of this phenomenological study was to describe how exemplary
leaders of remote teams at Fortune Global 500 companies lead from the heart using
Crowley’s four principles (building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements) to
accomplish extraordinary results in their organizations.
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Research Questions
1. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by building highly engaged
teams?
2. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by connecting on a personal
level?
3. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by maximizing employee
potential?
4. How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by valuing and honoring
achievements?
Research Methods and Data Collection Procedures
The study used a qualitative phenomenological research design. According to
Creswell (2020), qualitative researchers seek to examine and understand the world. A
deeper understanding is derived from the lived experience perceived by a population
(McMillan & Schumacher, 2010; Patton, 2012, 2015). This qualitative phenomenological
study captured the lived experiences of eight exemplary leaders of remote teams who led
with heart. The study was conducted using semistructured open-ended interviews and a
review of artifacts. Eight semistructured interviews with exemplary leaders of remote
teams served as the main source of data collected in the study, and the artifacts provided
were used for triangulation. Study criteria designed by the thematic group of peer
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researchers provided the guidelines for selecting respondents from the target population.
The researcher selected eight exemplary leaders of remote teams who demonstrated at
least four of the following criteria, of which the first two were required:
•

evidence of caring for people in the organization,

•

a minimum of 3 years of experience as a leader of remote teams,

•

evidence of extraordinary results,

•

articles, papers, or materials written, published, or presented at conferences or
association meetings,

•

recognition by peers,

•

membership in a professional association in their field.
Key Findings

Four research questions were derived from Crowley’s (2011) four heart-led
principles and 12 semistructured open-ended interview questions were crafted to support
the four research questions. Following the collection of data and the analysis of the data,
the study uncovered seven key findings that relate to Crowley’s heart-led principles.
Research Question 1
Research Question 1 was as follows: How do exemplary leaders of remote teams
at Fortune Global 500 companies lead from the heart to accomplish extraordinary results
by building highly engaged teams? The key finding derived from the analysis of data
related to Research Question 1 was that exemplary leaders create an environment of
safety and caring.
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Exemplary Leaders Create an Environment of Safety and Caring
During the interviews, six respondents expressed the value of creating an
environment of safety and caring as a means to building highly engaged teams. Leading
remote teams requires a lot of indirect leadership from intermediary leaders to executive
leaders to accomplish organizational goals.
Respondent 1 shared,
You know there’s different types of managers. There’s, you know, transactional
managers and then there’s managers who actually ask you a question about what
you’re feeling, or what’s going on with you. [They] actually care and I don’t think
that’s something that can be taught. I think that leaders are born, and they have
those natural abilities. Personally, I’m someone who cares about individuals
beyond the work. I don’t believe necessarily very big corporations want you to
believe they care about you, but it’s really about people. I think that it’s very
important that you care and I’m the type of manager that actually does care about
what’s going on with my employees outside of the work that we do because at the
end of the day, the money is great. Reaching your financial goals [is] what we’re
here to do, [and] it’s what we get paid for, but it does nothing to improve people’s
lives.
Building a highly engaged team is dependent upon facilitating a culture of
collaboration. Collaboration is critical in the business environment (Edmondson & Lei,
2014). The COVID-19 pandemic shifted the way organizations accomplish working
collaboratively. According to Edmondson and Lei (2014), the key to bridging a strong
foundation of collaboration is in the formation of psychological safety. Psychological
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safety is an important factor in understanding how people collaborate to achieve a shared
outcome. It is the perception that employees cultivate of the work environment around
them and then assigning a level of risk (interpersonal risk) within the workplace
(Edmondson & Lei, 2014). If there is a perception of a high risk of a negative
consequence, employees will be less willing to contribute ideas and actions to a shared
enterprise (Edmondson & Lei, 2014). The presence of psychological safety allows
employees to feel confident sharing information and knowledge. As a result, there is
collaboration and team building.
An environment of caring is important to employee growth, and it is the most
effective tool in supporting self-actualization for the employee (Budhu, 2015). The act of
caring helps the leader observe and be aware of the employee’s energy patterns (Budhu,
2015). Authentically caring leaders are able to discern negative energy that can hinder the
effects of positive energy such as creativity and innovation. Caring leadership supports
the environment of psychological safety by providing a safe and effective environment
for employees to meet organizational goals (Budhu, 2015).
Research Question 2
Research Question 2 was as follows: How do exemplary leaders of remote teams
at Fortune Global 500 companies lead from the heart to accomplish extraordinary results
by connecting on a personal level? The two key findings derived from the analysis of
data related to Research Question 2 were exemplary leaders display openness, honesty,
and authenticity and exemplary leaders lead and display empathy and compassion.
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Exemplary Leaders Display Openness, Honesty, and Authenticity
To display openness and honesty, leaders lead with transparency. To act as a
transparent leader, individuals behave in an open and transparent manner (Avolio &
Gardner, 2005). The consistent act of transparency strengthens the relationship between
leader and employee, as referred to in the relational cohesion theory. Transparency
facilitates emotionally affective, positive, and consistent exchanges between individuals,
which leads to a sustainable commitment in that relationship (Lawler & Yoon, 1996).
This cohesion also builds trust, and that trust can make individuals give up their power to
the other member of the relationship (Chinomona & Cheng, 2013; Lawler & Yoon,
1996). Respondent 1 said,
[It’s] a leader’s personality, I mean I let people in. I think that’s where the
authenticity comes from. I’m an open book. People know me. They know my
family. They know the struggles that I go through. I’m very open and share about
that and encourage others to do the same. We have a lot of conversation around
what’s going on in people’s lives and with their kids and whether it’s sports, or
dance, or challenges, those are those are things that I’m open about. So, a lot of
times, people will come to me and, you know, on a personal level outside of the
business part of the relationship to just seek [an] ear.
Authenticity refers to self-awareness. Authenticity requires the leader to take
ownership of personal experiences (Avolio & Gardner, 2005). Furthermore, authentic
leaders should act in accordance with their true self, and there should be consistency in
the way they express themselves, which should align with their inner thoughts (Avolio &

125

Gardner, 2005). Authenticity can also be recognized in leaders’ confidence, hopeful
demeanor, optimism, resilience, and high moral character (Avolio & Gardner, 2005).
Exemplary Leaders Lead and Display Empathy and Compassion
Compassion manifests as empathy and concern (Friedman & Gerstein, 2017).
Although compassion does not have a consistent definition in research, its five
components are recognizing suffering in others, understanding the common humanity of
suffering, feeling emotionally connected with the person who is suffering, tolerating
difficult feelings that may arise, and acting or being motivated to help the person who is
suffering (Friedman & Gerstein, 2017). Respondent 8 shared how compassion shows up:
I’ll actually, legitimately, take some time and say, “Okay, this is something that
was important to them,” then the next time I talk to them, I’ll bring it up. So if
somebody talks to me about college football, especially a specific team, I don’t
watch college football, but I’ll look into that team a little bit [and] I’ll talk to them
about [it] the next time I see them. [This] helps them lighten up and the floodgates
open, because then they’re like, “Oh this guy has something in common with me.”
They’re willing to talk about it now and realistically I didn’t really know anything
about it. All I did was take 5 minutes to Google search it. I have a understanding
of what they’re talking about and my goal is to get them to talk, not for me to talk.
I’m just trying to be the catalyst to get them to open up to me.
Compassion in the remote work environment can be effective in providing grief
support (Friedman & Gerstein, 2017). Compassion in times of crisis is good for an
organization’s bottom line, as it facilitates a stronger relationship between the leader and
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employee, as well as cultivates lasting loyalty (Friedman & Gerstein, 2017). Respondent
5 shared an experience that happened after the passing of an employee:
At the funeral so I asked if I [could] present the plaque to [the employee’s
family]. I gave the family [the plaque] and then also gave them another plaque
from [the organization] commemorating [the] time [the employee] worked. So,
you know it was it was nice to have two things to present to the family, you know,
at the services and just, you know, let them know that we were going to miss [the
employee], but we appreciate [the employee] both as an employee and as a
person. [Giving] love that we, we can have for each other without even saying the
word love.
Research Question 3
Research Question 3 was as follows: How do exemplary leaders of remote teams
at Fortune Global 500 companies lead from the heart to accomplish extraordinary results
by maximizing employee potential? The two key finding derived from the analysis of
data related to Research Question 3 were exemplary leaders recognize talent potential,
and growth and exemplary leaders promote health and well-being.
Exemplary Leaders Recognize Talent, Potential, and Growth
All industries need motivated and talented employees to create sustainability and
ensure the success of the industry (Harunavamwe et al., 2020). The successful execution
of building an engaged team followed by developing an authentic personal connection
leads to the growth of psychological capital for employees (Harunavamwe et al., 2020).
Psychological capital in individual employees is the act of emphasizing their positive
character and strengths (Harunavamwe et al., 2020). According to Respondent 7,
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So, if it’s [industry] related, if they were preparing for [an] exam or something,
[or] continued education, we give them time. Because we’re on the East Coast
time, so we [are] time bound, because we are tied to [a] financial institution, so
there is a certain amount of time of day that we have to keep eyes on the prize, so
to speak, but after that time, they [are] encouraged to learn more about [the
industry]. Go attend that meeting, if you if you want to, if you want to expand
your horizons or just expand your knowledge, we encourage [that]. This [is]
enriching them, because that will get them closer to what they; whether they
really want it or not, it gets them what they think [they want]. [Sometimes] when
[they] get there, it’s like, “Oh I didn’t want that,” and then you change. “Okay,
what do you want now?” because they might change their mind [and] that’s fine.
We will just change direction [and] work with them and give [them what they
need] to utilize their talents.
Exemplary Leaders Promote Health and Well-being
The full-time working population spends approximately a fourth to a third of their
life at work (Schultz et al., 2015). Due to the amount of time people spend working,
organizations are responsible for the largest percentage of stress experienced by the fulltime working population (Schultz et al., 2015). Stress is the largest contributor to
organizational turnover, and 51% of employees consider leaving or leave their
employment or have declined promotions as a result of stress (Schultz et al., 2015).
Nearly three in five employees reported negative impacts of work-related stress,
including lack of interest, motivation, or energy (26%) and lack of effort at work (19%),
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whereas 36% reported cognitive weariness, 32% reported emotional exhaustion, and 44%
reported physical fatigue—which was a 38% increase since 2019 (Abramson, 2022).
Respondent 2 shared,
I spoke about some of the physical well-being [support] but emotional well-being
is [whether the employee is] at a good spot and they’re feeling good. [The
employee must] have that feeling of safety that I, you know when I have their
backs, when they’re doing the right thing and they’re owning their plan [and]
doing what they need to be doing, their productivity is going to increase. [Wellbeing is] going to maximize their results in [their work]. They’re going to do the
right thing and also help others as well. If they’re happy, our customers are happy
and that’s the biggest, that’s one of the biggest wins.
Well-being and health of the employee and the health of the organization exist in
conjunction (Schultz et al., 2015).
Research Question 4
Research Question 4 was as follows: How do exemplary leaders of remote teams
at Fortune Global 500 companies lead from the heart to accomplish extraordinary results
by valuing and honoring achievements? The key findings derived from the analysis of
data related to Research Question 4 were that exemplary leaders provide meaningful,
kindhearted, authentic, and transparent acknowledgment and exemplary leaders verbally
acknowledge achievement to individuals or teams.
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Exemplary Leaders Provide Meaningful, Kindhearted, Authentic, and Transparent
Acknowledgment
Authenticity involves presenting the act of acknowledgment, and the act of
acknowledgment and recognition is a confirmation for employee that leadership values
employees’ potential (Mittal, 2020). Respondent 1 shared,
In study after study, the number one thing that people value in their jobs—even
salespeople—is recognition. So . . . they’re recognized handsomely in their wallet
for what they do. Highly motivated salespeople want recognition. So, and as a
company, not just as a leader, but as a company, we value that, and those
achievements are called out. [Recognitions are] called out on a weekly basis. We
have quarterly calls where people’s achievements are called out there, [and]
several different awards that we give out, [including] culture awards to
achievement awards, at all levels of the organization.
Valuing and honoring achievements through meaningful, kindhearted,
authenticity and transparent acknowledgment increases employee psychological
empowerment (Mittal, 2020). Psychological empowerment is defined as a complex and
cognitive psychological capacity, which is mostly connected with employee confidence
and positive employee psychological capital. Studies on psychological empowerment
confirmed the relationship it has with positive employee influence, increased job
satisfaction and reduced employee turnover (Tsevairidou, Matsouka, Tsitskari,
Gourgoulis, & Kosta, 2019).
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Exemplary Leaders Verbally Acknowledging Achievement to Individuals or Teams
Verbal acknowledgment is behavioral confirmation that a leader values the
employees. Verbal acknowledgment results in increased employee motivation and
increased employee job performance (Noble, 2008). Respondent 1 recalled,
At my level, I do quarterly business reviews with the entire team. During those
quarterly business reviews, we call out all of the achievements over the last 90
days and recognize those employees that have contributed to those achievements,
both on my team and those that have contributed to help my team. You know,
again, because we have extended teams that support us, and they don’t get
compensated the same way, so calling those [employees] out helps [the
organization to] promote the bigger team to continue to want to support the
[overall] efforts that we’re making.
Reward allocation has a correlation to employees’ perception of job security for
sales managers, which shows that these individuals are aware of their compensation
equation—that is, the effort they are expending relative to peers and the rewards they are
receiving in return. Developing evaluation systems that are as public as possible,
publishing clear performance guidelines, and letting merit rather than tenure drive the
compensation system are all critical to driving results (Noble, 2008).
Unexpected Findings
An unexpected finding from the research was the large number of themes that
signified the lived experience of the respondents. The researcher coded 27 various themes
to express the way respondents perceived the four research questions. Additional
unexpected findings were identified in Research Questions 1, 2, and 3. Based on the
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literature review in Chapter II, the quality of communication was expected to have a
greater impact. In addition, with large corporations having a global employee design of
ethnic and racial diversity, it was expected that diversity would have a larger impact as
well.
Twenty-seven Themes
The study revealed more themes than anticipated. Qualitative research
recommends an average of four or five themes associated with each research question in
a study (Nowell et al., 2017). The researcher chose to use the process of inductive
analysis, which involved coding the data without being compelled into a preexisting
coding frame (Nowell et al., 2017). Researchers may be required to eliminate themes that
do not have sufficient data to support their inclusion into the study.
Impact of Communication Unaddressed by Respondents
In Chapter II, it was presented that the authentic leader–employee connection is
the result of consistent, ongoing positive interactions (Wang et al., 2020). The
connections made by exemplary leaders are not only dependent on one-on-one
communication, but they use bidirectional communication, which strengthens
connections (Humphrey et al., 2016). However, having authentic and open
communication revealed only 1.5% of the overall study frequency. In connecting on a
personal level, Crowley (2011) noted that leaders must take the time to spend one on one
with employees to facilitate a heart-centered conversation. Allman (2007) expanded on
the concept of heart-centered communication, stating that it allows employees to be
vulnerable without fear or judgment.
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Diversity Unaddressed by Respondents
The facilitation of a workplace supportive of inclusion and diversity may or may
not have been a priority goal for the respondents. The value of diversity may depend on
whether a leader of remote teams believes that the organization is actively engaged and
committed to diversity as a goal (Dominguez & Sotherlund, 2010). The value of diversity
is also dependent upon whether the leader of remote teams feels secure within the
organization and if the leader has a personal vision to create access and encourage
inclusion for all, regardless of company practice (Dominguez & Sotherlund, 2010).
Conclusions
Chapter I provided an introduction and background to the study, including the
purpose statement, research questions, and significance. Chapter II provided an in-depth
investigation into the theoretical framework and foundational theories at the center of the
research. Chapter III clarified the research design and methodology and explained the
population, target, and sample of the study. Chapter IV presented the data collected, the
analysis of the data, and the findings derived from the data. The following conclusions
were made to explain how exemplary leaders of remote teams lead from the heart using
Crowley’s four principles (building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements) to
accomplish extraordinary results in their organizations.
Exemplary Leaders of Remote Teams Who Create a Culture of Safety and Caring
Build Highly Engaged Teams
Based on the findings, leaders of remote teams believe that creating a caring and
safe environment is important to building a highly engaged team. It was concluded that
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the success of a team does not rely on the expectations of the organization. The major
findings presented for Research Question 1 support the conclusion that in the postCOVID-19 work environment, it is beneficial for leaders of remote teams to cultivate a
persona of caring that can be seen verbally and nonverbally. In the remote team
environment, much of the caring perceived from employees is verbal. Leaders of remote
teams need acquired tools that allow them to effectively communicate caring to their
teams. In addition, leaders of remote teams build on employees’ sense of safety by
facilitating opportunities for employees to collaborate and share ideas free of judgment
and negative responses. According to Crowley (2011), little focus is placed on the
welfare of workers. Organizations must recognize that each employee is important.
Employees must perceive that their organization views them as humans and not machines
(Crowley, 2011). Strategies that support the culture of safety and caring include limiting
virtual meetings to 45 minutes or less, committing to and enforcing meeting-free days
(Hudson-Vitale & Waltz, 2020), and enforcing time dedicated to employee creativity and
innovation that are aligned with current organizational initiatives. Exemplary leaders of
remote teams who invest time to address the needs of their teams and employees
positively responded to leaders who made them feel genuinely cared for (Crowley, 2011).
Exemplary Leaders of Remote Teams Who Are Open, Honest and Authentic Will
Connect on a Personal Level
Based on the findings, leaders of remote teams believe that displaying openness,
honesty, and authenticity is important to connecting on a personal level. Thus, it can be
concluded that the success of remote teams relies on an increased awareness of self. The
leader of remote teams must rely entirely on how they establish relationships, show up
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with authenticity, and ensure that what they believe morally and ethically aligns with
their leadership vision and mission. The organization’s goals and accountabilities also
need to be infused into those ethics, morals, vision, and mission (Griffiths, 2009).
Respondent 1 stated, “I let people in. I think that’s where the authenticity comes from.
You know, I’m an open book. People know me. They know my family. They know the
struggles that I go through.”
Most important, openness and honesty are translated as leaders who are
transparent in who they are and what they stand for. Transparency as a leader cannot be
superficial. The heart intelligence theory suggests that the human heart carries an
intuition that can override cognitive signals (Pearsall, 1999). Heart intelligence theory
also asserts that feelings of trust, belonging, love, and safety are centered in the heart, and
the heart can discern and hold emotional knowledge (Dåderman et al., 2013) to confirm
an individual’s authenticity. Strategies that promote openness, honesty, and authenticity
include coordination or group mindfulness sessions, which involve enforcing informal
communication where leaders and employees share hobbies and personal milestones
(Hudson-Vitale & Waltz, 2020), as well as the leaders sharing their growth goals for the
year with the team. According to Crowley (2011), heart-led leadership results in
employees who feel authentically valued, and that feeling motivated employees to
perform to extraordinary results.
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Exemplary Leaders of Remote Teams Who Maximize Employee Potential by
Actively Recognizing Employees’ Talents and Their Potential to Grow Will Create
Extraordinary Results
Based on the findings, leaders of remote teams believe that to effectively
maximize employee potential, leaders must communicate and recognize employees’
talent, potential, and growth. Thus, it can be concluded that the success of remote teams
requires leaders to invest time to observe each member of the team and make a sound
assessment of strengths and opportunities for growth. Along with employees’ overall
organizational development, it is important that the leaders of remote teams communicate
regularly and explicitly where the employee has done well or exceeded expectations.
Leaders of remote teams leverage employees’ strengths to support them in areas of
growth, which empowers the employees and maintains the environment of safety that is
essential to job satisfaction, employee productivity, and organizational success. Crowley
(2011) explained that leading from the heart involves proactively building up a team and
leading the team to its full human potential and highest levels of achievement.
Exemplary Leaders of Remote Teams Who Ensure That Acknowledgments to
Teams Are Meaningful, Kindhearted, Transparent, and Authentic Will Empower
Employees to Achieve Extraordinary Results
Based on the findings, leaders of remote teams explained that providing
meaningful, kindhearted, authentic, and transparent acknowledgment is important to
valuing and honoring employees. It was concluded that the success of remote teams
requires authenticity at every level of interaction. In the post-COVID-19 working
environment, organizations are experiencing heavy losses in the workforce, also known
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as the Great Resignation, the Big Quit, and the Great Reshuffle (CNBC, 2022). Employee
stress and burnout are the root causes, and acts of meaningful, kindhearted, authentic, and
transparent acknowledgment contribute to the psychological empowerment of the team.
For acknowledgments to be effective, consistency is key. As shown in Chapter IV,
authentic acknowledgment and the most effective acknowledgment are nonmonetary. A
simple thank-you costs leaders of remote teams nothing in terms of the bottom line, but
its value to the psychological empowerment of the employees is high. Psychological
empowerment positively influences employees, leads to increased employee job
satisfaction and reduced employee turnover (Tsevairidou et al., 2019). Crowley (2011)
identified valuing and honoring achievements as an act of encouragement. Many
respondents spoke to the importance of communicating to encourage on a consistent
basis. Even a small contribution to the team must be acknowledged. Crowley defined
encouragement as “giving heart” and noted that encouraging teams by valuing and
honoring them also empowers them. Employees perceive that the leader believes in them,
their abilities, and their value to the team when they perceive heart leadership (Crowley,
2011).
Exemplary Leaders of Remote Teams Are Consistent
Based on the findings, leaders of remote teams must maintain consistency at
every stage of their leadership. Consistent experiences of safety and caring when building
highly engaged teams create increased psychological safety and trust (Edmondson & Lei,
2014), where the team experiences high productivity, innovation, and relational cohesion.
Consistent experiences of openness, honesty, and authenticity will support the leader in
connecting on a personal level. Being authentic will transfer to the employee the leader’s
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sincerity, and the leader will have a more significant impact on team influence
(Humphrey et al., 2016). Each respondent in the study shared the success of consistency
and recognizing the team’s potential and employee talent. The data showed that the
consistent act of building employee empowerment benefits the sustainability of the
organization. Meaningful, kind-hearted, transparent, and authentic acknowledgment was
revealed to be most impactful when leaders were consistent. The acknowledgment of
choice based on the data was verbal for leaders of remote teams.
Implications for Action
The review of the literature, the data, and the conclusions of the study reveal that
leaders of remote teams in a virtual work environment accomplish extraordinary results
for their organization when leading from the heart using Crowley’s (2011) four
principles: building a highly engaged team, connecting on a personal level, maximizing
employee potential, and valuing and honoring achievements. The study’s major findings
and conclusions resulted in several implications for action for organizations as remote
teams continue to grow in the post-COVID-19 working environment. The pandemic has
revealed to the global workforce that leadership strategies that were historically effective
may not work in the present, and that leadership strategies that are effective today may
not work in the future (Rao, 2021). The following implications are intended to support
remote work in multiple industries to maximize the investment made to their remote
workforce.
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Succession From Employee to Leader of Remote Teams Must Be Contingent Upon
the Candidate’s Level of Self-Awareness
Organizations can no longer assume that employees with the highest sales
numbers have the capacity to lead successfully. Building engaged and successful teams
relies on leaders who are authentic, and that authenticity requires self-awareness. Selfawareness training will uncover issues that may hinder leaders’ ability to lead with heart.
Other self-awareness tools such as emotional intelligence training can also be beneficial
in uncovering any unconscious behaviors or constraints, as well as in implicit bias
training to provide leaders with the tools to dismantle established patterns. Selfawareness training is not something to place in a module. Rather, self-awareness training
must be required for a minimum of 1 year for any candidate succession training. The
researcher will present the findings of the study to the Remote Work Association through
one of the associations’ virtual events. The work will thus be introduced to leaders of
remote teams across multiple industries, and the presentation will provide leaders with a
four-point plan (drawn from Crowley’s four principles) for increasing self-awareness for
leaders.
Human Resource Departments Should Facilitate a Coping Program for Leaders of
Remote Teams
Leaders of remote teams provide psychological support for teams to create an
environment of safety and trust. Much like a therapist, a leader of remote teams,
depending on the size of the team, is subject to continuous exposure to issues of crisis,
depression, or trauma. Many authentic leaders are inherently empathetic, which can cause
leaders of remote teams to become less connected to the team due to psychological
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burnout, and this disconnection will affect the overall heath and sustainability of the
team. Human resource departments of all major corporations must implement a
leadership coping program that will meet leaders where they are. The program will be
proactive in reaching out to leaders on a monthly or bimonthly basis and provide support
and resources to assist leaders process heavy emotional burdens. The researcher will
introduce the findings from this study to the Society for Human Resource Management, a
professional human resources membership association, to promote the role the
organization can play in providing heart-led education to its members. Also, the
researcher will work with the organization to develop a leadership coping program that
will train human resource professionals on how to recognize the psychological needs of
leaders and the resources to provide leader support.
Employee Growth Plans Need to Be Without Leadership Input
Leading with heart requires a belief that a team has been effectively built and
employees are fully engaged. Leaders must trust there is potential in each employee, and
based on that trust, employee development programs are no longer gauged on the leader’s
perception of employee potential. The leadership growth plan should not be misconstrued
with the organization’s initiatives or goals for business growth. The exchange between
the leader of remote teams and individual employees’ personal development is designed
to support employee aspirations. Employees must craft their own development plans and
leaders must only participate to help the employees gain access to the resources (if
available) that they need to place them on the path they have set for themselves.

140

Leaders of Remote Teams Must Be Required to Execute an Act of Acknowledgment
Regularly, Which Must Be Measurable and Included in the Leadership’s
Performance Assessment
The data from the study and the literature review confirmed the importance of
acknowledgment and its role in employee empowerment. Organizations must require
leaders of remote teams to implement a system of providing acknowledgment. Leaders
can decide the measure of consistency (i.e., daily, weekly, or monthly); however, it must
be integrated into leadership accountabilities and can be shared with employees verbally
via a phone call or teleconferencing or in writing via email or a certificate.
Leading With Heart to Be Implemented in Leadership Training
Crowley’s (2011) four principles (building a highly engaged team, connecting on
a personal level, maximizing employee potential, and valuing and honoring
achievements) to accomplish extraordinary results in organizations should be provided to
all leaders of remote teams. The researcher recommends Crowley’s book is read by
individual leaders, and leaders should have reflective conversations on what they have
learned and the major takeaways during regular leadership meetings.
Psychology of Leadership Courses Must Be Incorporated Into Master of Business
Administration Programs
Leaders are in the business of people first. People cannot know how to effectively
run a business without first knowing how to effectively motivate employees. Thus, it is
recommended that all Master of Business Administration (MBA) programs across the
United States include at least two types of psychology of leadership courses. In the first
year of any MBA program, student should have exposure to the seminal works of
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organizational leadership, and during the second year, students should have exposure to
more contemporary research such as servant, authentic, and caring leadership.
Recommendations for Further Research
The purpose of this qualitative phenomenological study was to describe how
exemplary leaders of remote teams at Fortune Global 500 companies lead from the heart
using Crowley’s four principles (building a highly engaged team, connecting on a
personal level, maximizing employee potential, and valuing and honoring achievements)
to accomplish extraordinary results in their organizations. Based on the implications of
the study, the following recommendations are provided for further research:
Recommendation 1: Because the current study focused on a sample located in
Southern California, it is recommended that a replication study occur with leaders of
remote teams from larger populations.
Recommendation 2: The current study included both male and female
respondents. A thematic replication study is recommended to further research on the
effects of leading with heart with one researcher using a population of female leaders and
another using a population of male leaders. A third thematic member would then conduct
a meta-analysis of the results.
Recommendation 3: The current study focused on a population of leaders and
their lived experiences with leading with heart. Further research is recommended on the
effects of heart-led leadership from the lived experience of the employee.
Recommendation 4: The current study was phenomenological. It is recommended
that a comparative analysis be conducted on leaders of face-to-face teams.
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Recommendation 5: The current study was a part of a peer research team on
leading with heart. It is recommended that a multiple case study be conducted with all the
leading-with-heart studies.
Recommendation 6: The current study included leaders of remote teams that were
identified as White. It is thus recommended that a duplicate study be conducted with
persons of the global majority. The global majority is defined as, people who are
identified as Black, Asian, Brown, dual-heritage, indigenous to the global south, and or
have been historically identified as an ethnic minority (Campbell-Stephen, 2020).
Concluding Remarks and Reflections
Joining the group of peer researchers in this phenomenological study to describe
how exemplary leaders of remote teams at Fortune Global 500 companies lead from the
heart using Crowley’s four principles to accomplish extraordinary results in their
organizations perfectly aligned with who I am. The literature of the study highlighted
contemporary ideals of servant leadership, where leaders possess an authentic concern for
the welfare of others (Caldwell, 2012). This concern led to a focus on authenticity,
caring, and compassion, which are all qualities that I desire to see not only in leaders in
my industry but also in leaders from all communities that affect me, including within
education and even experiences at the consumer level. Conducting research on leading
with heart allowed me to explore fringe concepts such as relational cohesion and the
theory of heart intelligence, which led me to study exciting new information and
expanded my perception of human interaction and understanding to a new level.
Current social and political climates are in an exceptional upheaval, and
participating in this thematic team was my way of sending love and positivity to the
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world. Leading with heart is an exercise in compassion. Friedman and Gerstein (2017)
said it beautifully: “Compassion is much more than just concern or empathy. It is fueled
by wanting to actually take action to help the other individual” (p. 164). Each interviewee
in the study confirmed the inherent desire to be of service to the communities in which
these leaders of remote teams had influence. The study revealed the existence of
successful leaders who are putting people first and the organization profits are not at risk.
A major takeaway from the study is that leading remote teams in theory is not
significantly different from leading a team face-to-face, although leaders of remote teams
have the additional tasks of creating trust, safety, collaboration, and recognition in more
creative ways and facilitating trust, safety, collaboration, and recognition more
consistently that those who lead from a traditional office setting to establish
unconventional ways to communicate, engage, and support remote employees (Chekwa,
2018).
By participating in the leading-with-heart thematic, I learned that there is an
evolution in the leadership landscape that is larger one industry, whether public or
private. The evolution is ignited by the change in employee demographics. Members of
Generation Z (individuals born between 1997 to 2012) are entering the workforce, and
they are not motivated by the same things as members of prior generations. These
employees have nontangible needs. Leading with heart is the future of leadership. When I
think about how the study has impacted me, I reflect on myself as a Black American. I
have been conditioned to believe that my skin color exempts me from expecting
kindness, caring, consideration, and compassion. I have been directly and indirectly
shown that I am not trustworthy in the eyes of the world and that I am not inherently
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deserving of the common tenets of humanity. The study has facilitated moments of hope.
I feel hopeful that leading with heart will grow, and its impact will bring goodness into
the working world and spread goodness into every facet of human life.
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APPENDIX B
Invitation Letter for Potential Participants
December 2021

Dear Leader of Remote Teams,
My name is Aries Sanders and I am a doctoral candidate in UMASS Global
Doctor of Education in Organizational Leadership program in the School of Education. I
am conducting a qualitative phenomenological research study to describe how exemplary
leaders of remote teams at Fortune Global 500 companies lead from the heart using Mark
Crowley’s four principles; (building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements), to
accomplish extraordinary results in their organizations.
I am asking for your assistance in the study by participating in an interview which will
take approximately 60 minutes and will be set up at a time convenient for you through a
virtual setting. If you agree to participate in the interview, you can be assured that it will
be completely confidential. No names will be attached to any notes or records from the
interview. All information will remain in locked files, accessible only to the researchers.
No employer will have access to the interview information. You will be free to stop the
interview and withdraw from the study at any time. You are also encouraged to ask any
questions that will help you understand how this study will be performed and/or how it
will affect you. Further, you may be assured that the researchers are not in any way
affiliated with your organization. The research investigator, Aries Sanders, is available at
asander9@mail.umassglobal.edu or by phone at 310.388.7320, to answer any questions
or concerns you may have. Your participation would be greatly appreciated.
Sincerely,

Aries Sanders
UMass Global Doctoral Candidate, Ed.D.
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APPENDIX K
Interview Guide
Purpose Statement:
The purpose of this phenomenological study is to describe how exemplary leaders of
remote teams at Fortune Global 500 companies lead from the heart using Mark
Crowley’s four principles; (building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements), to
accomplish extraordinary results in their organizations.
Research Questions:
1: How do exemplary leaders of remote teams at Fortune Global 500 companies lead
from the heart to accomplish extraordinary results by building highly engaged teams?
2: How do exemplary leaders of remote teams at Fortune Global 500 companies lead
from the heart to accomplish extraordinary results by connecting on a personal level?
3: How do exemplary leaders of remote teams at Fortune Global 500 companies lead
from the heart to accomplish extraordinary results by maximizing employee
potential?
4: How do exemplary leaders of remote teams at Fortune Global 500 companies lead
from the heart to accomplish extraordinary results by valuing and honoring
achievements.
The interview questions will be preceded by a definition of the Crowley principle
that is connected to those questions. The first principle is found in research question
one.
Building a Highly Engaged Team.
Definition:
Building a highly engaged team is using strategies that help people become
enthusiastically invested in and dedicated to work they believe is significant, meaningful,
and challenging, where relationships are built on emotional connection and shared vision,
and where values and commitment are based on personal strengths and interests aligned
with organizational goals (Crowley, 2011; George & Stevenson, 1988; Rees, Alfes &
Gatenby, 2013; Senge, Lichtenstein & Kaeufer, 2007).
Interview Questions:
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1. How do you develop a team that is dedicated to their collective work?
2. How do you make work meaningful for your team?
3. How do you develop relationships on your team that are built on emotional

connections? We now move to our second principle from research question #2,

Connecting on a Personal Level.

Definition:
Connecting on a personal level is seeing and acting on behalf of others and
authentically communicating with the intention of adding value driven by humility,
concern, and love (Brown et al., 2015; Crowley, 2011; Hayward, 2015; Maxwell, 2010).
Interview Questions:
4. How do you communicate authentically with members in your organization?
5. Please describe how your humility helps you in your work. Probe: How has this
developed personal connections with employees?
6. How do you show concern and love for your employees? Probe: Please share an
example of how this made a difference in the performance of your employees.

Our third principle from research question #3 is Maximizing
Employee Potential. Definition:
Maximizing employee potential is igniting emotional drivers by promoting human
well-being while proactively strengthening, teaching, and building people toward
high achievement (Crowley, 2011; Burnett & Lisk, 2019).
Interview Questions:
7. How do you promote emotional well-being in your organization?
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Probe: Please share a time when you experienced the benefits of promoting
emotional well-being in your organization.
8. How do you create an environment that motivates staff members to high levels of
achievement? Probe: Please provide a specific example.
9. How do you strengthen and build employees in a way that supports high
achievement? Probe: Please share a story of the specific strategy that you
used that led to high achievement.

Our fourth principle found in research question #4 is Valuing and Honoring
Achievements. Definition:
Valuing and honoring achievements is praising, acknowledging, recognizing, and
appreciating positive accomplishments as an expression of care through monetary
and/or nonmonetary rewards, which may
lead to increased job satisfaction (Dugas & Brun, 2008; Tessema, Ready & Embaye,
2013; Posamentier, 2008; Crowley, 2011).
Interview Questions:
10. Valuing and Honoring Achievements is important to inspiring employees to a higher
level of satisfaction. How do you acknowledge employees’ achievements at work?
11. How do you ensure that your employees see that their work is valued?
12. Can you share an example of when you provide an expression of care
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APPENDIX D
Informed Consent
Information About: A Phenomenological Study of corporate learning and
development leaders Leading from the Heart
Responsible Investigator: Aries Sanders. Ed.D. Candidate

PURPOSE OF THE STUDY: You are being asked to participate in a research study
conducted by Aries Sanders a doctoral candidate from the School of Education at the
University of Massachusetts. I am part of a research team studying leaders of remote
teams at Fortune Global 500 companies. This interview is to specifically investigate
what exemplary leaders like you do to lead from the heart using Mark Crowley’s four
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential and valuing and honoring achievements) to accomplish
extraordinary results in their organizations.
The interview (s) will last approximately 60 minutes and will be conducted in a one
on one interview setting.

I understand that:
a.
There are minimal risks associated with participating in this research. I
understand that the Investigator will protect my confidentiality by keeping codes and
research material in a locked file drawer that is available to the researcher.
b.
I understand that the interview will be audio and visually recorded. The
recording will be available only to the researcher. The audio recordings will be used to
capture the interview dialogue as a text document and to ensure the accuracy of the
information collected during the interview. All information will be identifier-redacted,
and my confidentiality will be maintained. Upon completion of the study, all recordings
will be destroyed. All other data and consents will be securely stored for three years after
completion of data collection and confidentially shredded or fully deleted.
c.
The possible benefit of this study to me is that my input may help add to the
research regarding exemplary leaders’ strategies to accomplish extraordinary results in
their organizations. The findings will be available to me at the conclusion of the study
and will provide new insights about this study in which I participated. I understand that I
will not be compensated for my participation.
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d.
Any questions I have concerning my participation in this study will be answered
by Aries Sanders, University of Massachusetts Global (Brandman University) Doctoral
Candidate. I understand that Ms. Sanders may be contacted by email at
asander9@mail.umassglobal.edu or by phone at 310-388-7320, or I may contact Dr.
Cindy Petersen (Chair Advisor) at cpeterse@umassglobal.edu.
e.
My participation in this research study is voluntary. I may decide to not
participate in the study, and I can withdraw at any time. I can also decide not to answer
particular questions during the interview if I so choose. I understand that I may refuse to
participate or may withdraw from this study at any time without any negative
consequences. Also, the Investigator may stop the study at any time.
f.
I also understand that no information that identifies me will be released without
my separate consent and that all identifiable information will be protected to the limits
allowed by law. If the study design or the use of the data is to be changed, I will be
informed and my consent re-obtained. I understand that if I have any questions,
comments, or concerns about the study or the informed consent process, I may write or
call the Office of the Vice Chancellor Academic Affairs, University of Massachusetts
Global (Brandman University), 16355 Laguna Canyon Road, Irvine, CA 92618
Telephone (949) 341-7641.
I acknowledge that I have received a copy of this form and the “Research Participant’s
Bill of Rights.” I have read the above and understand it and hereby voluntarily consent to
the procedure(s) set forth.

______________________________

_____________________________________

Signature of Participant

Date

__________________________________

_________________________________

Signature of Principal Investigator

Date
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APPENDIX E
Research Participant’s Bill of Rights

UMASS GLOBAL UNIVERSITY INSTITUTIONAL REVIEW
BOARD
Research Participant’s Bill of Rights
Any person who is requested to consent to participate as a subject in an experiment,
or who is requested to consent on behalf of another, has the following rights:

1.

To be told what the study is attempting to discover.

2.
To be told what will happen in the study and whether any of the
procedures, drugs or devices are different from what would be used in standard
practice.

3.
To be told about the risks, side effects or discomforts of the things that
may happen to him/her.

4.
To be told if he/she can expect any benefit from participating and, if so, what
the benefits might be.

5.
To be told what other choices he/she has and how they may be better or
worse than being in the study.

6.
To be allowed to ask any questions concerning the study both before agreeing
to be involved and during the course of the study.

7.

To be told what sort of medical treatment is available if any complications arise.
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8.
To refuse to participate at all before or after the study is started without
any adverse effects.

9.

To receive a copy of the signed and dated consent form.

10.
To be free of pressures when considering whether he/she wishes to agree
to be in the study.

If at any time you have questions regarding a research study, you should ask the
researchers to answer them. You also may contact the UMASS GLOBAL
Institutional Review Board, which is concerned with the protection of volunteers in
research projects. The UMass Global Institutional Review Board may be contacted
either by telephoning the Office of Academic Affairs at (949) 341-9937 or by writing
to the Vice Chancellor of Academic Affairs, UMASS GLOBAL, 16355 Laguna
Canyon Road, Irvine, CA, 92618.
UMass Global IRB

Adopted 2021
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APPENDIX F
Field-Test Participant Feedback Form
While conducting the interview you should take notes of their clarification request or
comments about not being clear about the question. After you complete the interview ask
your field test interviewee the following clarifying questions. Try not to make it
another interview; just have a friendly conversation. Either script or record their
feedback so you can compare with the other two members of your team to develop your
feedback report on how to improve the interview questions.
Before the brief post interview discussion, give the interviewee a copy of the interview
protocol as you review the following feedback questions. If their answers imply that some
kind of improvement is necessary seek their clarification.
1.
How did you feel about the interview? Do you think you had ample opportunities
to describe what you do as a leader when working with your team or staff?

2.

Did you feel the amount of time for the interview was ok?

3.
Were the questions by and large clear or were there places where you were
uncertain what was being asked? If the interviewee indicates some uncertainty, be sure
to find out where in the interview it occurred.

4.
Can you recall any words or terms being asked about during the interview that
were confusing?

5.
And finally, did I appear comfortable during the interview… (I’m pretty new at
this)?
Remember, the key is to use common, conversational language and very user friendly
approach. Put that Emotional Intelligence to work☺
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APPENDIX F
Observer’s Feedback Reflection Form
Thank you for observing the field test used to validate the interview questions for this
multiple case study. As a valuable participant, your answers to the following questions
will be used to make necessary adjustments to the Leadership Competency Protocol, the
interview questions, and the interview process.
1. How long did it take to conduct the interview? Do you believe this time was
appropriate or should be adjusted?
2. What were your personal feelings while giving the interview? At what times did you
feel comfortable, nervous, or confused?
3. How would you improve the clarity of the interview instructions, and how could the
Leadership Competency Protocol be improved so both the interviewer and the
interviewee are better prepared?
4. At what times during the interview, did you believe the process to run effectively. At
what times during the interview, do you believe there were problems?
5. Do you have any suggestions on how to improve the questions, the process, or the
overall experience?
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APPENDIX H
Interview Feedback Reflection Form
We students at UMassglobal University so appreciate your help in our designing the best
survey we can. Your participation is crucial to the effort.
Below are some questions that I would appreciate you answering after completing the
survey. Your answers will assist me in refining both the directions and the survey items.
This will allow me to make edits to improve the survey prior to administering to all of the
potential study participants.
You have been provided with a paper copy of the survey, just to jog your memory if you
need it. Thanks so much.
1.
How many minutes did it take you to complete the survey, from the moment you
opened it on the computer until the time you completed it?____________

2.
Did the portion up front that asked you to read the consent information and click
the agree box before the survey opened concern you at all? ____
If so, would you briefly state your concern __________________________
_____________________________________________________________
3.
The second paragraph of the introduction had this question: “What are those
things you see in your leader or experience in your leader that promotes personal or
organizational meaning?” Did that question help clarify for you the purpose of this
research? ________

4.
Was the Introduction sufficiently clear (and not too long) to inform you what the
research was about? ______ If not, what would you recommend that would make it
better? _______________________________________
_____________________________________________________________

5.

Were the directions to Part 1 clear, and you understood what to do? _____
If not, would you briefly state the problem __________________________
_____________________________________________________________
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6.
Were the brief descriptions of the 6 choices prior to your completing the 30 items
clear, and did they provide sufficient differences among them for you to make a
selection? ______ If not, briefly describe the problem______________________
__________________________________________________________________

7.
As you progressed through the 30 behaviors in which you gave a rating of 1
through 6, if there were any items that caused you say something like, “What does this
mean?” Which item(s) were they? Please use the paper copy and mark those that
troubled you? Or if not, please check here:____

191

APPENDIX I
CITI Certification
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APPENDIX J
27 Themes in Descending Orders (as % of whole)
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APPENDIX C
Interview Guide: Heart Thematic Interview Script
Hello, I would like to start by thanking you for sharing your valuable experiences
with me. I know your time is precious and I appreciate your willingness to participate in
this interview. Making this personal connection with you will be of great benefit to my
research and I truly appreciate your contribution to this study.
My name is Aries Sanders and I am an former territory manager with Reynolds
American Inc. Currently, I am a doctoral candidate at UMASS Global in the area of
Organizational Leadership. As part of obtaining my doctorate degree in Organizational
Leadership, I have joined a team conducting research to describe how exemplary leaders
lead from the heart using Mark Crowley’s four principles (building a highly engaged
team, connecting on a personal level, maximizing employee potential and valuing and
honoring achievements) to accomplish extraordinary results in their organizations.
Our team is conducting 112 interviews with leaders like yourself. Our hope is
that the information we gather will provide a clear picture of what exemplary leaders do
to lead their organizations through the use of Crowley’s four principles and our work will
add to the body of research currently available.
Informed Consent (START RECORDING to obtain verbal consent)
Prior to this interview you received information concerning the purpose of the research, a
copy of the interview questions, Brandman University’s Participant’s Bill of Rights, and
the Informed Consent form. After reviewing the protocols, you were offered an
opportunity to ask questions concerning the research and the consent process. At that
time, you provided verbal consent to be a participant in the interview. For purposes of
verifying your consent would you again provide a verbal yes as to your consent that will
be included in the recording of this interview. Thank you.
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I will now begin the interview. When our interview is complete, I will stop the recording
and conclude our interview session. After your interview is transcribed, you will receive
a copy of the complete transcripts to ensure I have accurately captured your thoughts and
ideas. Following your review and approval of the transcription, the data will be analyzed
along with the data I have collected from the other respondents.
I would like to remind you that any information that is obtained in connection to this
study will remain confidential. I will be looking for themes that are present across all of
the interviews. In reporting out the data, I will refer to respondents by pseudonyms and
not by name, work location, or employer. The digital recording will be erased three years
after the publication of the dissertation in accordance to the strict guidelines set forth by
the Brandman University Institutional Review Board (BUIRB) whose major function is
to protect respondents.
Please remember that anytime during this process you have the right to stop the
interview. If you do not understand the questions being asked, please do not hesitate to
ask for clarification. Is there anything I can clarify before we begin?
Okay, let’s get started, and again, thanks so much for your time.
Interview
Before we begin our interview questions, I want to review the purpose of this study
and the four research questions that will be the focus of our interview today.
Purpose Statement:
The purpose of this phenomenological study is to describe how exemplary leaders
of remote teams at Fortune Global 500 companies lead from the heart using Mark
Crowley’s four principles; (building a highly engaged team, connecting on a personal
level, maximizing employee potential, and valuing and honoring achievements), to
accomplish extraordinary results in their organizations.
Research Questions:
1: How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by building highly engaged
teams?
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2: How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by connecting on a personal
level?
3: How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by maximizing employee
potential?
4: How do exemplary leaders of remote teams at Fortune Global 500 companies
lead from the heart to accomplish extraordinary results by valuing and honoring
achievements.
The interview questions will be preceded by a definition of the Crowley principle that is
connected to those questions. The first principle is found in research question one.
Building a Highly Engaged Team.
Definition:
Building a highly engaged team is using strategies that help people become
enthusiastically invested in and dedicated to work they believe is
significant, meaningful, and challenging, where relationships are built on emotional
connection and shared vision, and where values and commitment are based on personal
strengths and interests aligned with organizational goals (Crowley, 2011; George &
Stevenson, 1988; Rees, Alfes & Gatenby, 2013; Senge, Lichtenstein & Kaeufer, 2007).
Interview Questions:
1. How do you develop a team that is dedicated to their collective work?
Probe: Please share a time when you supported one of your teams that was having
difficulty.
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2.

How do you make work meaningful for your team?
Probe: Please share an example?

3.

How do you develop relationships on your team that are built on emotional

connections?
•Probe: How did the development of relationships lead to a shared vision?
We now move to our second principle from research question #2, Connecting on a
Personal Level.
Definition:
Connecting on a personal level is seeing and acting on behalf of others and
authentically communicating with the intention of adding value driven by humility,
concern, and love (Brown et al., 2015; Crowley, 2011; Hayward, 2015; Maxwell, 2010).
Interview Questions:
4.

How do you communicate authentically with members in your organization?
Probe: Please share a time when this was important to the organizations’ success.

5.
Please describe how your humility helps you in your work. Probe: How has this
developed personal connections with employees?
6.
How do you show concern and love for your employees? Probe: Please share an
example of how this made a difference in the performance of your employees.
Our third principle from research question #3 is Maximizing Employee Potential.
Definition:
Maximizing employee potential is igniting emotional drivers by promoting human wellbeing while proactively strengthening, teaching, and building people toward high
achievement (Crowley, 2011; Burnett & Lisk, 2019).
Interview Questions:
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7.

How do you promote emotional well-being in your organization?
Probe: Please share a time when you experienced the benefits of promoting
emotional well-being in your organization.

8.
How do you create an environment that motivates staff members to high levels of
achievement? Probe: Please provide a specific example.
9.
How do you strengthen and build employees in a way that supports high
achievement?
Probe: Please share a story of the specific strategy that you used that led to high
achievement.
Our fourth principle found in research question #4 is Valuing and Honoring
Achievements.
Definition:
Valuing and honoring achievements is praising, acknowledging, recognizing, and
appreciating positive accomplishments as an expression of care through monetary and/or
nonmonetary rewards, which may lead to increased job satisfaction (Dugas & Brun,
2008; Tessema, Ready & Embaye, 2013; Posamentier, 2008; Crowley, 2011).
Interview Questions:
10.
Valuing and Honoring Achievements is important to inspiring employees to a
higher level of satisfaction. How do you acknowledge employees’ achievements at work?
Probe: Can you elaborate on how you recognize their achievements?
11.

How do you ensure that your employees see that their work is valued?
Probe: Describe specific non-monetary and/or monetary practices that you use for
this purpose.

12.
Can you share an example of when you provide an expression of care for an
employee?
Probe: Please tell me a little more about that.
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This concludes the interview questions. I would like to again thank you very much for your
time. If you would like, when the results of our research are known, we will send you a
copy of our findings.
General Probes:
May be used during the interview when you want to get more information and/or
expend the conversation with them. These are not questions you share with the
interviewee. It is best to be very familiar with them and use in a conversational way
when appropriate to extend their answers.

1.
2.
3.
4.
5.
6.
7.

“What did you mean by…..?”
“Do you have more to add…..?”
“Would you expand upon that a bit….?”
“Why do you think that was the case?”
“Could you please tell me more about…..?”
“Can you give me an example of…..?”
“How did you feel about that?”

199

